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ABSTRACT 
 
 
 
 

Authorities on culture in higher education agree that no single, universal culture 

exists.  And as stated by Kuh culture is ever changing and evolving.  Most recently, the 

literature on culture in higher education suggests the emergence of a new culture: the 

corporate culture.  

Tierney has identified culture as a major factor in achieving and maintaining 

institutional effectiveness as it is a representation of the patterns, shared values, 

assumptions, and beliefs of the participants in an organization.  Culture may serve 

purposes that are both instrumental and interpretive in nature. In other words, using 

culture as an instrumental tool allows for social interpretation of what the institution is, 

while used interpretively, culture can provide insight as to what the organization has. 

Succinctly stated, Tierney states that an organization’s culture is reflected in “what is 

done, how it is done, and who is involved in doing it.  It concerns decisions, actions, and 

communication both on and instrumental and a symbolic level.” Likewise, Smart, Kuh 

and Tierney state, “an institution’s culture is thought to mediate how an institution deals 

with external forces and internal pressures.  Culture is formed over decades, as 

institutions ‘learn’ how to respond to challenges associated with their establishment, 

survival and growth. 

The purpose of this study was to examine an apparently deliberate shift in the 

culture of a higher education institution, specifically, the attempt to incorporate a 

“corporate culture.”   A private, largely baccalaureate degree-granting institution is the 
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sample/case for this particular study. The institution is one in which an individual from a 

corporate background was hired to fill an upper-level leadership/presidential position.  

 An analysis of institutional documents and limited interviews with administrators 

and faculty revealed that almost every aspect of the institution was affected in one way or 

another by this “corporate” president. 
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CHAPTER 1 

 
INTRODUCTION 

 
 
 
  

Is it the mission, goals and objectives, values, procedures, or leaders that are 

responsible for the survival of various institutions of higher education, or is it something 

less concrete and more informal and abstract?  What is it about some institutions that 

motivates loyalty, cohesion, and even progress in a turbulent educational environment; an 

environment that is characterized by such issues as increasing government oversight, 

public demands for accountability, unprecedented budget cuts, globalism, and 

competition? Questions such as these, often contemplated by even the most seasoned of 

veterans, have prompted numerous studies that attempt to describe the phenomenon 

known as organizational culture. Tierney (1988) states, “our lack of understanding about 

the role of organizational culture in improving management and institutional performance 

inhibits our ability to address the challenges that face higher education.  As these 

challenges mount, our need to understand organizational culture only intensifies”(p.4). 

The mystery of culture is seen in Geuths, Perlman, and Weber’s (1988) 

description:  “Culture in an organization floats in the air and affects everyone.  It is the 

unseen determinant of organizational life” (p. 40).  Moreover, Edgar Schein (1992), states 

that “in talking about organizational culture with colleagues and members of 

organizations, I often find that we agree ‘it’ exists and that ‘it’ is important in its effects 

but that we have completely different ideas of what ‘it’ is” (p. 8). Tierney (1990) explains 

the various concepts associated with organizational culture as conjuring up a “tangled 
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mosaic” (New Directions for Institutional Research p. 87).   Finally, Tierney (1988) 

states that bringing the dynamics of culture to consciousness will enable leaders to assess 

why differences exist in institutional responsiveness and performance.  He also notes that 

there is a serious lack of research with regard to organizational culture in higher 

education.   

What does this ambiguity and confusion mean for education?  How is culture and 

its various roles within organizations of an educational climate studied?  What does the 

existing literature say about culture in higher education institutions?  

Authorities on culture in higher education agree that no single, universal culture 

exists (Bergquist, 1992; Birnbaum, 1988; Levin, 1997; Cameron & Eddington in Smart, 

Kuh, & Tierney, 1997).  And as stated by Kuh (in Komives & Woodard 1996) culture is 

ever changing and evolving.  Most recently, the literature on culture in higher education 

suggests the emergence of a new culture: the corporate culture (Lazerson 1997, Allen 

2000, Sacks 1996, Weekes 1992, Bowen 2001).  In fact, as a point of interest, the word 

university is derived from universitas, Latin for corporation. Rudolph (1990) offers an 

historical and somewhat interesting metaphor for the organized institution that is higher 

education. Though this description (of culture as corporate) is relatively new, Rudolph, 

ironically, views education as comparative to assembly-line production and hierarchical 

in nature as far back as the early 1900s.  

By the beginning of the First World War the apparatus of the organized 
institution was complete.  On one assembly line the academicians, the 
scholars, were at work: from time to time they left their assembly line long 
enough to oil and grease the student assembly line.  This was the least they 
could do, and it is probable that lectures could do little else.  Above them, 
around them were the managers-the white-collared, chief executive 
officers and their assistants. The absentee stockholders, sometimes called 



3 

alumni; the board of directors, at some places called the trustees or 
overseers; the untapped capital resources, known as benefactors and 
philanthropic foundations; the regulatory agencies and the commissions in 
charge of standards-by the First World War they were, on one level, what 
was meant by higher education in the United States.  But not alone, for if 
the American college and university had become an organized institution, 
some attention would have to be given to the annual report.  What did it 
show. (pp. 438-439) 

  

This study will examine this most recent description of higher education adopting a 

corporate culture.   

Culture, in Terms of the Organization 

All organizations, whether educational in nature or not, have a culture.  

Those who have persisted together for some years in one place will have 
had, at minimum, a thin stream of shared experience, which they elaborate 
into a plausible account of group uniqueness.  Whether developed 
primarily by management or by employees, the story helps rationalize for 
the individual his commitment of time and energy for years, perhaps for a 
lifetime, to a particular enterprise. (Clark, 1998; p.198) 

 

According to Birnbaum (1988), the culture can be weak or strong, inhibitive or 

facilitative, and consistent or inconsistent.   The definition of culture as reported by 

Birnbaum is “a powerful way of looking at how people in institutions create social reality 

through their interactions and interpretations” (p. 72).  In other words, culture influences 

how members of an organization behave as well as how they perceive.   

Similarly, Bergquist (1992) relies on an anthropological perspective to explain 

culture as being a foundation upon which field observers base their explanations of the 

routines and patterns of individual and collective life experiences. According to 

Bergquist, culture, in terms of the organization is ill-defined. Edgar Schein (1992), 

however, describes organizational culture as “a pattern of basic assumptions that a given 
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group has invented, discovered, or developed in learning to cope with its problems of 

external adaptation and internal integration, and that has worked well enough to be 

considered valid, and, therefore, to be taught to new members as the correct way to 

perceive, think, and feel in relation to those problems” (p. 12).  In fact, Schein developed 

ten major categories embedded within the concept of culture: observed behavioral 

regularities when people interact, group norms, espoused values, formal philosophy, rules 

of the game, climate, embedded skills, habits of thinking, shared meanings, and 

integrating symbols.  Gueths et. al (1988), in concordance with Bergquist (1992) and his 

attitude of culture being ill-defined, explore the common misconceptions regarding 

culture and that it is often mistaken for the organizational mission, vision, history, 

transactions, and people.  Perlman and associates, in agreement with Schein, state that 

culture is actually much deeper and involves the values, myths, heroes, symbols, and 

assumptions of the people in an organization. Schein (1992) offers a graphic 

representation of this “deep” concept to illustrate the levels to which culture permeates an 

organization.  
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Figure 1.1: Levels of Culture 

Schermerhorn, Hunt, and Osborn (1998), likewise, developed a graphic 

representation that depicts the levels of cultural analysis.  These levels are aligned with 

those offered by Schein.  The first level, or observable culture, involves those stories, 

ceremonies, and rituals that comprise the history of the organization in addition to other 

idiosyncrasies that make up “the way we do things around here” (p. 182).  The second 

level of analysis “recognizes that shared values can play a critical part in linking people 

together and can provide a powerful motivational mechanism for members of the culture” 

(p. 183).  The third and final layer-common assumptions-refers to those things that are 



the “taken-for-granted truths” that members share as a result of collective experiences. 

(Schermerhorn, Hunt, & Osborn, p. 183).     

Observable Culture 

Shared Values 

Common 
Assumptions 

 

 

 

 

 

 

 
Figure 1. 2: Levels of Cultural Analysis     
(Taken from Shermerhorn, Hunt, & Osborn, p. 182). 
 
Tierney (1990) has identified culture as a major factor in effectiveness and 

believes that it focuses on patterns, shared values, assumptions, and beliefs of the 

participants in an organization.  In a previous article, Tierney (1988) wrote that an 

organization’s culture is reflected in “what is done, how it is done, and who is involved in 

doing it.  It concerns decisions, actions, and communication both on and instrumental and 

a symbolic level” (Tierney, pg. 3, 1988). Likewise, Smart, Kuh and Tierney (1997) state 

that “an institution’s culture is thought to mediate how an institution deals with external 

forces and internal pressures.  Culture is formed over decades, as institutions ‘learn’ how 

to respond to challenges associated with their establishment, survival and growth (p. 257-

8). 

Kuh and Whitt (1988), summarize by stating that there are as many definitions 

and interpretations of organizational culture as there are scholars studying the 

phenomenon.  In some definitions, authors emphasize the importance of shared values 

6 
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and beliefs; in other definitions, the role of culture involves regulating behavior through 

accepted norms, rules, and practices.  Kuh and Whitt (1988) are cited repeatedly in the 

literature with regard to the collective elements that comprise culture. Culture is 

“persistent patterns of norms, values, practices, beliefs, and assumptions that shape the 

behavior of individuals and groups in a college or university and provide a frame of 

reference within which to interpret the meaning of events and actions on and off the 

campus” (p. iv).  

The following table is a compiled list of broad definitions for culture that appear 

in the relevant literature.  Common elements can be seen in each that aid in identifying 

the characteristics and language of this otherwise mysterious force. A general definitions 

section appears at the end of this chapter. 
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Table 1. Definitions of Culture 

Author, Date    Definitions of Culture     
 
 
Allaire & Firsirotu, 1984 a system of knowledge, of standards for perceiving, 

believing, evaluating, and acting…that serve to 
relate human communities to their environmental 
settings 

 
Becker & Geer, 1960 a set of common understandings around which 

action is organized…finding expression in language 
whose nuances are peculiar to the group 

 
Beyer, 1981 relatively coherent sets of beliefs that bind some 

people together and that explain their worlds [to 
them] in terms of cause-and-effect relations 

 
Birnbaum, R., 1988 a powerful way of looking at how people in 

institutions create social reality through their 
interactions and interpretations 

 
Chaffee & Jacobson,    the dominant pattern of basic assumptions and  
 1997     shared meaning that shapes what participants see 
                                                            and do 
 
Davis, 1980 a set of understandings or meanings shared by a 

group of people that are largely tacit among 
members and are clearly relevant and distinctive to 
the particular group which are also passed on to 
new members. 

 
Hagbgerg Consulting Group, 2001 concerns the deeply rooted beliefs, values, and 

norms shared by the members of an organization 
 
Hagberg & Heifetz, 2001 comprises the deeply rooted but often unconscious 

beliefs, values and norms…the operating system of 
the organization 
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Table 1. Continued 
 
National Defense University, 2001 what naturally emerges as individuals transform 

themselves into social groups…an explicit social 
product arising from social interaction either as an 
intentional or unintentional consequence of 
behavior…comprised of distinct observable forms 
(e.g., language, use of symbols, ceremonies, 
customs, methods of problem solving, use of tools 
or technology, and design of work settings) that 
groups of people create through social interaction 
and use to confront the broader social environment 

 
Pettigrew, A., 1979 purpose, commitment, and order are 

generated…through feelings and actions and…the 
amalgam of beliefs, ideology, language ritual, and 
myth 

 
Prencipe, L., 2001 an unwritten set of rules that the enterprise’s most 

successful employees understand and 
manipulate…[it] gives shape, context, and meaning 

 
Schein, E., 2001 a pattern of basic assumptions that the group 

learned as it solved its problems of external 
adaptation and internal integration, that has worked 
well enough to be considered valid and, therefore, 
to be taught to new members as the correct way to 
perceive, think and feel 

 
Tierney, W., 1988 …values, processes, and goals held by those most 

intimately involved 
 …is reflected in what is done, how it is done, and 

who is involved doing it…concerns decisions, 
actions, and communication 

 
Trice & Beyer, 1984 system of such publicly and collectively accepted 

meanings operating for a given group at a given 
time 

 
Young, D., 2000 behavior patterns, rituals, physical environment, 

dress codes, stories, and myths…shared values… 
such as norms, codes of ethics, company value 
statements…basic assumptions 
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Theoretical Framework 

 This particular study is grounded in the theory of organizations and 

organizational change and their apparent link to cultural change.  

Hartman (1988) states that “an organization is a purposeful system: the ends it 

pursues unite it.  Some organizations, like some individuals, can act rationally and 

effectively in accordance with their values” (p. 99). Similarly stated, Etzioni (1961) 

defines organizations as social units devoted primarily to the attainment and realization of 

specific goals. Moreover, Etzioni studied organizations according to the nature of their 

compliance, or power structure. Explanation and elaboration of the resulting typologies is 

offered in chapter two. 

 A similar perspective offered by Blau & Scott (1962) proposes that organizations 

are groups or social units established for the sole purpose of achieving specific goals.  

These units organize and “formulate procedures that govern the relations among the 

members of the organization and the duties each is expected to perform” (p.1) Blau and 

Scott (1962), like Etzioni (1961), established typologies/models to classify organizations.  

The resulting typologies were developed according to who the primary beneficiary is: 

mutual beneficiary organizations; business concerns; service organizations; and 

commonweal organizations.  In addition, they argue that an organization’s public is 

highly determinant of its type and formality. 

Common in each of the definitions of organization is the pursuit of goals. Thus, as 

surely environment and goals change, so must organizations. In fact, the systems theory 

of organizational change states that organizations exist within a “determinant” 



relationship with their environments.  “The environment presents imperatives for 

behavior that managers may enact in their organizations through symbolic means” 

(Smircich, p. 344, 1983).  In other words, inherent within the process of organizational 

change is a shift or change in culture.  According to Kezar, (2001) change is a process 

that occurs naturally as a response “to alterations in the human environment; cultures are 

always changing…Change within an organization entails the alteration of values, beliefs, 

myths, and rituals” (p. 2). . 

Succinctly stated,   

When external constituencies question the worth of existing 
practices, organizations promise reform and engage in an 
activity/ritual called change.  If consumers complain about the 
quality of the current products, the organization creates a consumer 
affairs department and promises tighter quality standards.  If the 
government questions the fairness of personnel practices, the 
organization hires an affirmative action officer.  If the organization 
is in a crisis, a new leader is brought in who promises substance, 
not mere appearance. (Bolman & Deal, 1984, p. 168) 
 

Lewin (1951), on the other hand, maintains that organizations are naturally 

resistant to change and prefer the safety of equilibrium; effective organizations, however, 

adapt to change when necessary. The following graphic offers a visual representation of 

the major phases or stages of organizational change.  

        UNFREEZING              CHANGE            REFREEZING 

Figure 1.3: Organizational Change 
Source: Lewin, 1951 
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Organizational change refers to the “observation of difference over time in one or more 

dimensions of an entity,” (Kezar, 2001, p.2) while cultural changes occur naturally in 

response to variations or adjustments in the environment.  Levy and Merry (as cited in 

Levin 1996) state that the analytical construct of organizational change can be 

categorized into four kinds of change. This particular study will examine aspects of each 

kind of change as discussed by Levy and Merry (as in Levin 1996).  

(1) change to the organizational paradigm where underlying assumptions 
of participants about the organization have altered; (2) change to 
organizational mission and purposes, an alteration to the rationale for 
existence of the organization; (3) change to organizational culture, seen 
largely in changes to beliefs, values, and norms which are espoused and 
enacted by organizational members; and (4) changes in the functional 
processes of the organization, particularly in organizational structures, 
managerial practices, technology, decision making, and communication. 
(p. 10) 

 

Prior to an explicit examination of organizational change, the change process in 

and of itself merits discussion and understanding. Cuban (1999) offers a very specific 

discussion of change that is entirely relevant to this study.  For example, understanding 

not only the kind of change that either is taking place or has taken place but also the 

depth, breadth, context, and elapsed time of the change is important in determining its 

effect. Thus Cuban (1999) developed a typology for analyzing change that involves the 

following dimensions: 

 Depth or degree of change-In order to determine the depth of change one 

can examine weather the change in question if incremental-occurring as 

modifications or enhancements-or if the change is fundamental-drastic 

changes that seek to change basic or foundational beliefs or practices. 
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 Breadth of change-Breadth is determined by examining the target or 

audience of the proposed change.  The polar ends of the breadth 

continuum are narrow and broad.  In other words was the change aimed at 

a single or small number of people or structures or was in intended for a 

larger scope or even the entire institution?  

 Level-the level of change must be considered as universities are 

hierarchical in nature and decentralized governance and decision making. 

Levels of the university are broken down into the individual classrooms, 

labs and offices; departments, schools and/or colleges; the faculty unit, the 

staff unit, the student unit; and the final level is one that includes the board 

of trustees, the president, and other administrators. Determining the 

level(s) at which the change is aimed allows for deeper analysis. 

 Time-the final consideration for examining and analyzing change is the 

time elapsed between the proposal and the adoption or rejection. (Cuban 

does point out, however, that change can occur, but be implemented far 

differently that originally intended and that time is necessary to examine 

actual change process.) 

Consider the following matrix, offered by Cuban (1999) as depicting the interaction 

between the dimensions of depth and breadth in analyzing change. 



Depth 
Incremental 

 

Fundamental  

1 2 

3 4 
Breadth  
Narrow 

Breadth  
Broad 

Depth 
 

Figure 1.4: Analyzing Change 
Source: Cuban, 1999, p.67 
 
Aligned with the theories of change and organizational change is the supposition 

that leadership affects change within the organization and has a direct impact upon its 

culture.  According to Levin (1996) organizational members “ascribe meaning to actions, 

to how things happen at their college, and they attribute these actions to college 

leadership” (p. 188). Moreover, Bolman and Deal (1984) state that leadership involves 

specific traits and/or behaviors that have substantial impacts upon the success or failure 

of the organization. In fact, some consider culture a tool or instrument used by managers 

or leaders to “shape and control in some way the beliefs, understandings, and behaviors 

of individuals, and thus the organization, to reach specified goals” (Lakomski, p. 69, 

2001).  The use of culture as a tool by managers is of particular interest to this study in 

that leaders (those to be interviewed) are supposedly being hired specifically for the traits 

that they will bring to the educational institution from the business/corporate world.   

In other words, when an organization undergoes a change- whether in structure, 

leadership, goals, or membership,-a shift in the organization’s culture will also occur.  

For example, Levin (1996) argues that “organizational theorists have identified forces 

that enable change. Even with the presence of these forces, there is the suggestion that 

14 
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fundamental, enduring change may not occur unless those aspects that shape and 

perpetuate an organization are also changed” (p. 188).  

 
Studying Organizational Culture 
 

The literature with regards to organizational culture in educational settings has 

largely been descriptive and qualitative.  For example, Trice and Beyer (1984) looked at 

organizational culture through rites and ceremonials.  Pettigrew (1979) explored 

institutional history, drama, ideology, language, beliefs, rituals, and myths to determine 

the evolution and development of organizational cultures. Reyes and Twombly (1986-87) 

used a series of in-depth interviews to examine organizational culture at community 

colleges. Young (2000) looked at institutional artifacts, shared values, and basic 

assumptions as ways to manage organizational culture.  

Geertz (as cited in Tierney, 1988) defines culture by writing, ‘Man is an 
animal suspended in webs of significance he himself has spun.  I take 
culture to be those webs, and the analysis of it to be therefore not an 
experimental science in search of law, but an interpretive one in search of 
meaning.’ Thus, an analysis of organizational culture of a college or 
university occurs as if the institution were an interconnected web that 
cannot be understood unless one looks not only at the structure and natural 
laws of that web, but also at the actors’ interpretations of the web itself.  
Organizational culture, then, is the study of particular webs of significance 
within an organizational setting.  That is, we look at an organization as a 
traditional anthropologist would a study a particular village or clan. 
(Tierney p. 4) 

 
For this particular investigation, three basic assumptions establish the premise of studying 

attempts to change the culture of higher to a corporate culture.  To understand the 

influence on the study, these assumptions have been developed into the following 

proposition.  Nicklin (1995) pointed to the claim that higher education was adopting 
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systems and processes originally designed for business, government, or the military.  This 

finding points to the first proposition that guides this study. 

• If there are traits from the corporate world that are desired in higher 
education, then administrators with experience in corporate or military 
settings will be hired. 

 
Individuals hired into the presidency have reported the belief that their hiring was, in 

large part, based upon previous accomplishments (Birnbaum, 1992).  This finding is 

directly associated with the second proposition that guides this study. 

• If the administrator is from the corporate or military world, then he or she 
will attempt to implement corporate or military influences and 
characteristics into the educational arena. 

 
According to Emmert (1998) among others (Elton, 1981; Wood, 1990) the very nature of 

organizational culture in higher education values convention and continuity and is thus 

extremely resistant to change. This tendency is directly associated with the third and final 

supposition in this study. 

 
• If these corporate/military changes are implemented into higher education, 

then not all will be welcomed and accepted by educational personnel. 
 
Need for the Study 

If it is so very abstract and confusing, why is it important to understand 

organizational culture and the role it plays?  Perhaps it is because of the critical influence 

that culture can have upon the success and effectiveness of the organization.   As 

organizations, educational institutions have specific purposes, goals, and values.  As 

such, these institutions are cultural entities and worthy of study.  

As is so aptly stated by the Hagberg Consulting Group (2001), “It is critical that 

you find out who you really are before you can decide who you want to be” (p. 1).  In 
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other words, understanding culture is essential in implementing change. For example, a 

company desirous of change may assess its current culture and compare it to desired 

competencies. Culture, even though it is an internal element of the organization, can be 

utilized to enhance the performance of an institution on an external level.  For example, 

Tierney (1988) argues that a lack of understanding of the role that culture plays can 

potentially inhibit the flexibility that an organization must maintain in today’s fast 

changing environment.  “As these challenges mount, our need to understand 

organizational culture only intensifies.  Like many American institutions in the 1980s, 

colleges and universities face increasing complexity and fragmentation” (Tierney p.5). 

There are several areas in which an institution would want to remain cognizant of 

culture and its effect on organizational or institutional success: leadership (Kezar, 2000; 

Levin, 1996; Levin 1998) and governance/management (Bolman and Deal, 1984; 

Wessell, 1999; Shattock, 1999; Forsyth, 1991), flexibility and adaptability, tenure, 

accountability, and performance (Griffin and others, 1992; Brown and VanWagoner, 

1999; Emmert, 1998).   

Understanding organizational culture is vital for effective leadership. Edgar 

Schein, as quoted in a National Defense University article entitled “Strategic Leadership 

and Decision Making” (2001), contends that many of the problems that plague leaders 

can be traced to their inability to correctly analyze and evaluate the culture of their 

particular institution. Many leaders/administrators who don’t pay heed to culture may in 

fact find that their visions, goals, strategies, and changes will fail if they are inconsistent 

with the organization’s culture. 
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  Organizational culture can even play a role in employee/employer relationships.  

For example, if a new employee doesn’t understand or agree with organizational norms 

or is unaware of institutional attitudes and assumptions, then often the tenure of 

employment is abbreviated.  “Finding the best fit with the culture is critical to 

maximizing a candidate’s productivity and creativity” (Hagberg Consulting Group, p. 3). 

 Unfortunately, the study of culture within the organization-specifically, within the 

field of higher education- must be undertaken with a great deal of caution and sometimes-

even skepticism.  Birnbaum (2000), for example, states that higher education has a 

tendency to adopt “new management techniques that often turn out to be fads” whose 

remnants can become incorporated into the culture of the institution.  Thus, a careful 

determination must be made as to whether a genuinely new culture is emerging or if this 

phenomenon is simply the latest fad gaining popularity across the educational landscape 

(p. xiii-xiv). Moreover, Birnbaum (2000) states that managers of public institutions are 

often forced via legislative or gubernatorial mandates to adopt the latest fads though they 

may not believe it is a worthy enterprise. “Institutions of higher education are always 

under pressure to become more efficient and effective.  In response, many have attempted 

(either voluntarily or under mandate) to adopt new management systems and processes 

that were originally designed to meet the needs of (presumably) more efficient business 

or governmental organizations” (Birnbaum, 2000, p. 3, Journal of Higher Education).  

Fads, according to Allen and Chaffee (1981, in Birnbaum, 2000) have characteristics that 

make them identifiable, and therefore, discernable from real cultural change.  Fads are 

often borrowed from settings other than the academic; are usually incorporated without 

consideration of their limitations; are presented as either “deceptively simple” or 
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complex; rely upon jargon; and finally, fads “emphasize rational decision making” 

(Birnbaum, 2000, p. 2, Journal of Higher Education). 

Purpose 

The purpose of this study is to examine an apparent shift in the culture of higher 

education institutions.  The particular focus is on the change to a “corporate culture”.   

This study will focus directly upon a private, primarily baccalaureate degree-granting 

institution. The institution included in the study will be one in which an individual from a 

corporate/military/government background has been hired to fill an upper-level 

leadership position. In order to allow the analysis of information beyond simple 

descriptive statistics, the study will utilize a qualitative methodology.  As mentioned 

previously, the review of literature revealed that the studies of organizational culture in 

educational settings have overwhelmingly utilized qualitative strategies.  Moreover, one 

of the most noted authorities on organizational culture has adamantly argued that culture 

cannot be adequately assessed with survey instruments (Schein, 1999).  

 Research Questions 

The questions guiding this research are: 

• To what extent has “corporate culture” been adopted in the identified 

organization? 

• What types of “corporate” activities have been attempted at the institution? 

• What aspects of corporate culture are apparent and/or have been successfully 

implemented? 

• Are there specific identifiable reasons why certain aspects of corporate culture 

have been accepted or rejected by the institution of higher education? 



20 

Definition of Terms 

 
Artifacts- visible, tactile representations of cultural assumptions such as patterns of 

behavior, stories, myths, rituals, and physical environment. (Young, 2000) 

Assumptions- the invisible but identifiable reasons as to why members of the group 

perceive, think, and feel the way they do. (Young, 2000) 

Ceremonial- systems of rites connected in a single occasion or event. (National Defense 

University, 2001) 

Myths- narratives of events often used to explain the origins or transformations of 

something. (National Defense University, 2001) 

Organizational norms- behaviors accepted by the members of the organization. (National 

Defense University, 2001) 

Organizational values- expression of preferences for specific behaviors or outcomes. 

(National Defense University, 2001) 

Rite- elaborate, deliberately planned sets of activities that manifests various forms of 

cultural expressions into an event, carried out through social interactions, and often for 

the benefit of an audience. (National Defense University, 2001) 

Shared values-  reasons why things within the organization are the way they are, such as 

norms, ethics codes, and value statements. (Young, 2000) 

Symbol- an object, act, event, or even a relation that serves as a mechanism for 

conveying meaning through representation. (National Defense University, 2001) 

Assumptions 

Listed below are the assumptions of the research for this study: 
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1. Person (administrator) was hired specifically because of corporate 

background/experience; 

2. Participants will respond both candidly and honestly; 

3. Some implementation of corporate culture characteristics will have been 

attempted; 

4. There will be identifiable corporate characteristics in the culture.  

Delimitations 

The delimitations for this study are: 
 

1. This study is limited to a single institution: a private, largely undergraduate 

(baccalaureate) institution. 

2. This study does not attempt to determine whether corporate culture is superior to 

traditional academic cultures; nor will it assume an opinion as to whether or not 

corporate influences belong in higher education settings. 

Limitations 

1. Limiting the study to a single private institution limits its generalizability across 

the total spectrum of higher education. 

2. This study is limited to only those institutions that desired a corporate influence in 

organizational culture. 

3. Use of an interviewing strategy of research limits the findings only to what the 

participants choose to share in addition to their honesty in responses. 

Summary 

A review of the literature in various fields concludes that culture is inherent in 

every organization.  However, the literature, with regard to organizational culture in 
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higher education, is somewhat limited, often outdated, and restricted to previously 

identified typologies.  The traditional cultures found to be in existence in educational 

settings are constantly evolving and in fact, extremely recent literature indicates a trend 

toward a more business-like or corporate culture.  Chapter two offers a discussion of 

these cultural typologies and models as well as a portrait of the trends, issues, and 

methods used to study organizational culture.  The third chapter describes the 

methodological framework for the study.  Chapter four will present the research findings.  

Conclusions, implications, and suggestions for further study will be presented in chapter 

five. 
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CHAPTER II 

LITERATURE REVIEW 

 

 

Introductory Comments 

What is organizational culture?  What exactly does it do and how can it be 

identified?  A review of the literature reflects a smattering of studies that attempt to 

identify, define, and classify culture in terms of the organization. 

The initial section of the review of literature describes several perspectives 

through which organizations have been studied and analyzed in addition to an 

examination of the existing methods or approaches to studying organizational culture.  

Organizations, for example, have been meticulously studied and classified.  Among these 

classifications, is the nature of organizations as systemic entities. Also, common 

approaches to studying culture include the use of models and typologies (Birnbaum; 

1988, Bergquist, 1992; Levin, 1997; Cameron & Eddington (in Smart, Kuh & Tierney, 

1997); geospatial approaches (Tierney, 1990), as well as the investigation of explicitly 

stated organizational values to determine cultural characteristics, influences, and structure 

(Tierney, 1990). While each method provides valuable insight, many authors agree that 

no single method is superior. 

Categories/typologies of culture in higher education institutions were established 

as a result of studies conducted to identify and define the phenomenon.  Birnbaum 

(1988), Bergquist (1992), Levin (1997), and Cameron and Eddington (in Smart, Kuh & 

Tierney, 1997) developed models to typify cultural characteristics that include different 
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types of institutions, colleges, and even departments. Even though the definitions of 

culture were often ambiguous, confusing, and in some cases divergent, distinct categories 

of culture have emerged. Institutions of higher education and their unwritten rules can 

now be viewed with a key or lens, so to speak.   

The final section in this chapter discusses the emerging evidence of a new culture.  

Heated debates regarding the infiltration of corporate culture into higher education have 

begun to develop and opposing camps have formed as a result. 

The Study of Organizations 

 Organizations are defined by Davis (1980) as “the frameworks through which 

most of society’s work is executed and within which individuals seek to satisfy many of 

their needs.  Organizations, as instruments for meeting societal and individual needs, are 

sensitive to changes in the expectations and demands from both quarters” (p. 5).  The 

study of organizations is important because of our frequent interaction and association 

with them.  Indeed, there are few, if any, aspects of life left untouched or uninfluenced by 

organizations of one type or another. 

There is certainly no lack of research on organizations.  In fact, they have been 

very specifically and distinctly characterized.  One of the most frequently cited authors 

(Scott, 1981, 1998) discusses organizations as rational, natural, and open systems.  The 

systems theory, mentioned in Chapter one, describes organizations as collections of 

elements that cannot be separated without consequential effects on the whole (Stolp and 

Smith, 1995).  In other words, organizations are systems that are composed of 

“interrelated components and that the properties of both the system and its components 

are changed if the system is disassembled in any way” (Ashmos and Huber, 1987, p. 
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607).  Moreover, within the systems paradigm, Ashmos and Huber (1987) claim that 

organizations can be classified (1) according to common properties, (e.g. class to which 

an organization belongs) and (2) according to the common characteristics of their lower-

level or subsystems.   Furthermore, several researchers (Birnbaum, 1988; Ashmos and 

Huber, 1987; Stolp and Smith, 1995) have classified organizations as open systems- 

meaning that each element of the organization in interactive.  In other words, no element 

of the system may be manipulated without considering the subsidiary effects across the 

whole.  

Just as organizational perspectives can differ, so can the levels of analysis to 

which they lend themselves.  Scott (1981, 1998), for example, states that there are three 

distinct levels of analysis for the study of organizations. 

o The social psychological level of analysis requires that the investigator 

view organizational characteristics as contextual or environmental and 

impacting social psychological variables “as reflected in the attitudes or 

behaviors of individuals” (1981, p.10). 

o When analyzing organizations at the structural level, subunits or 

analytical components are closely examined for their interrelation. 

(Subunits, for example-departments, groups, committees, etc. Analytical 

components, for example-communication, discipline, etc.) 

o The ecological level of analysis involves an inspection of “the  

organization as a collective actor functioning in a larger system of 

relations [or/in addition to] examin[ing] the relation between a specific 
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organization or class of organizations and the environment” (1981, pg. 

11). 

Inherent within each organization is culture.  Smircich (1983) states that “organizations 

are themselves culture-producing phenomena” (pg. 344). 

Studying Culture within the General Context of Organizations 

The study of organizational change with regard to a subsequent change in culture 

is widely researched.  One of the most well known institutions for which culture is 

obvious is the United States military and similar government agencies.  For example, 

Kelman (2000), found that in attempting to overhaul the practices and policies in a 

federal office that culture change could occur if elements of the desired culture could be 

seen anywhere within the existing culture.  “Change, indeed, is virtually impossible if 

little or none of the new culture isn’t already embodied somewhere in the organization.  

However, in just about any agency three underlying features-serving customers, striving 

for excellence and promoting the agency’s mission-constitute a basis for reform” (pg.2). 

Glensor and Peak (1996) note that the successful implementation of a new 

program in the law enforcement community would require a change in the management 

approach of the entire agency.  In order to see such a change successfully implemented, 

Glensor and Peak note that four components must be rebuilt from the ground up: 

leadership and management issues, organizational culture, field operations, and external 

relationships.  Interestingly, they also noted the importance of a mission statement that 

would embody “the agency’s new operating principals and long-term objectives” (pg. 2). 

Stroup (1996) in an effort to change the organizational culture of the United 

States Army after the effects of the post-Vietnam War downsizing noted four particular 
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actions or strategies: what leaders pay attention to, measure and control; leader reactions 

to critical incidents and organizational crises; deliberate role modeling, teaching and 

coaching; and criteria for allocation of rewards and status.  In fact, the emphasis on 

culture change within the Army was largely upon leadership.  Stroup (1996) states that 

“we cannot merely hope, direct, or even legislate that this culture will form.  Instead our 

values and assumptions must be communicated in our actions as leaders” (pg. 3). 

Organizational change and culture has also been studied within the medical 

community.  Scott and others (2003) conducted a literature review in which they noted 

the “theoretical contributions and published studies of the processes and outcomes of 

culture change programmes across a range of health and non-health care settings” (pg. 1).  

They found that within the health care system, managing organizational culture is an 

essential part of reform. 

Baker and others (2003) surveyed the staff of neonatal intensive care units 

involved in a consortium to assess “problems with organizational culture, lack of poor 

team communications, and conflict” which were perceived as barriers to improvement 

efforts.  Of the conclusions revealed by the surveys, respondents said it helped ‘to 

promote discussions about organizational and team issues” (pg. 1). 

Perhaps the most pertinent entity with regard to this particular paper is the study 

of organizational change and culture change within the corporate world. McManus 

(2003) aptly states that “whenever the subject of large-scale organizational change is 

discussed, the challenge of shifting the organization’s culture comes up” (pg. 1). Denison 

and Mishra (1995) suggest that “culture can be studied as an integral part of the 

adaptation process of organizations” and that culture can be a useful measure/predictor of 
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effectiveness criteria such as “quality, employee satisfaction, and overall performance” 

(pg. 204).    

Studying Organizational Culture in Higher Education 

Kuh and Whitt (1988) state that, “using cultural lenses to examine and appreciate 

events and actions in a college or university and the behaviors of members of various 

subgroups requires multiple layers of analysis” (p. 41).  Tierney (1990) states that 

typologies for understanding organizational culture can be grouped under four categories: 

“geospatial; traditions, myths, artifacts, and symbolism; behavioral patterns and 

processes; and espoused versus embedded values and beliefs” (p. 10). 

Geospatial approaches to studying organizational culture focus on the tangible 

and visible physical elements that have shared meaning, such as campus architecture, 

statues, sculptures, and physical location. These particular elements can provide a wealth 

of information about the shared values and beliefs of the culture (Tierney, 1990). 

Traditions, myths, artifacts, and symbols offer a second type of approach to 

studying organizational culture.  This approach involves studying things like graduation 

ceremonies, celebrations, major events, and heroes or villains of the institution that 

contribute also to shared beliefs and values (Tierney, 1990). 

The third approach to studying organizational culture focuses on the behavioral 

patterns and processes manifested by the members or the “social architecture” of the 

organization (Tierney, 1990). 

  Finally, the explicitly stated values, in addition to those that are implicitly held, 

constitute the final approach to studying organizational culture as offered by Tierney 

(1990).  This approach emphasizes the widely communicated values and beliefs among 
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participants as well as the “implicit, or embedded, values and beliefs…that members 

carry with them and that provide a real sense of meaning…and guide members’ daily 

actions” (p. 11). 

Tierney concludes his discussion by stating that while each of the four approaches 

is indeed valuable in assessing organizational culture and providing insight into the 

institution, the picture is still incomplete.  In other words, Tierney believes that the 

culture of an organization is holistic and cannot be understood by limiting study to only 

one of these approaches.  Rather, the approaches must be used in conjunction with each 

other via qualitative methods within the context of the organization (Tierney, 1990). 

In Komives and Woodard’s (1996) explanation of culture, the concept is also 

broken down into four levels: artifacts, perspectives, strategic values, and assumptions. 

Artifacts would be those things that are most visible about the institution such as physical 

properties, verbal and behavioral properties, languages and stories, images, rituals, 

ceremonies, and symbols.  Perspectives, the second level of culture, involve patterns of 

behavior that have become widely shared in such a manner that they set the mode for the 

way things are to be done and how they are to be done.  Strategic values are the 

comparison of “what should be” with “what is” (p. 283). These values can either be 

explicitly stated and enacted or they can lie embedded deeper within the culture.  

Assumptions, the final level of culture as discussed by Komives and Woodard, involve 

the nature of relations between people and their environment.  Assumptions essentially 

define the organization’s “reality” by determining how its participants perceive, think, 

and feel about things (Komives & Woodard, 1996). 
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While Tierney (1990) and Komives and Woodard (1996) suggest various 

manifestations through which cultural phenomena may be studied, Ouichi and Wilkins 

(1985) suggest various perspectives through which organizational culture may be 

observed. 

Empirical studies of organizational culture include: 

• Semiotic- or “native’s point of view” an emphasis upon language and 

symbols allows the researcher to ascertain the native’s perspective; 

• Ethnoscientific- studying the systems of rules for beliefs, actions, and 

perceptions that an individual must know in order to be accepted by the 

collective; 

• Holistic- often a combination of methods, largely ethnographic, to produce 

a rich description of organizational life; 

• Qualitative- surveys and/or experimental manipulation. 

Theoretical studies offer a portrait of organizational culture from either the micro 

or macroanalytic perspective. 

• Microanalytic- study of culture as an entity that resides inside each 

individual 

• Macroanalytic- study of culture of a whole group or subgroup 
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Conceptual Models and Cultural Typologies 
 

Each of the approaches that Tierney (1990) discusses, as previously mentioned, 

are embedded within four different institutional culture models that Birnbaum (1988) has 

developed: the collegial model, the bureaucratic model, the political model, and the 

anarchical model.  Using a definition of culture that is almost identical to that offered by 

Kuh and Whitt (1988) as described in the introduction, Birnbaum discusses, in his four 

models, how culture “induces purpose, commitment, and order; provides meaning and 

social cohesion; and clarifies and explains behavioral expectations.  Culture influences an 

organization through the people within it” (p. 72). William Bergquist (1992) likewise, 

discusses four cultures of the “academy” that are similar in many ways to those of 

Birnbaum.  The collegial, managerial, developmental, and negotiating cultures can be 

traced back to their origins and are easily identifiable in today’s educational institutions. 

Tierney (1988) would agree with Bergquist’s discussion of the history of organizations 

and their cultures in that he (Tierney) states “this internal dynamic has its roots in the 

history of the organization and derives its force from the values, processes, and goals held 

by those most intimately involved in the organization’s workings” (p. 3). Tierney even 

cites Clifford Geertz, a noted anthropologist who reinforces this important point in his 

definition of culture in that it “denotes a historically transmitted pattern of meanings”(p. 

4).  

Birnbaum’s (1988) collegial organization is characterized by a strong emphasis on 

consensus and participatory leadership styles through which power is shared and 

hierarchy and the status quo are diminished in importance.  Collegial members enjoy a 

sprit of equality that allows for common goals and vision and encourages a strong sense 
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of loyalty to the institution.  According to Birnbaum (1988), collegiality has three major 

components: “the right to participate in institutional affairs,” membership in a community 

of scholars where “friendship, good conversation, and mutual aid” can develop, and 

finally, collegiality upholds the ideal that all knowledge is of equal worth no matter the 

discipline (p. 87). Sustaining a collegial culture, or sense of community, requires shared 

sentiments and values on such matters as “the general purposes of the organization, 

loyalty to the collectivity, and agreement about institutional character as reflected in the 

shared understanding of members, rather than necessarily by a written document” (p. 90). 

While the collegial institution may sound like an educational utopia it does have 

weaknesses that inhibit its adoption at all institutions.  For example, such a pervasive 

sense of community and tradition can be quite intimidating to an outsider who may not 

immediately perceive the embedded norms and values of the institution.  He or she must 

quickly catch on to the processes of behavior and the implicit rules of the game.  He or 

she (the outsider) may even be dismissed if unable or unwilling to participate in the 

community of colleagues. Tierney (1988) states that the power of culture and its forcible 

presence becomes evident when we break the codes and conventions that are in place 

within the organization. 

According to Birnbaum, collegiality is difficult to maintain as an institution grows 

and diversifies.  The collegial institution would thus most likely be small. Frequent 

interaction among community members of the collegial institution occur both in and out 

of work as likes and values are almost certain to be similar.  

According to Bergquist (1992), the collegial culture in American institutions can 

be attributed to both the British and German influences on colonial education.  Clay 
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Schoenfeld (1994) uses Bergquist’s cultural explanations to discuss in depth the conflict 

that sometimes occurs among contrasting cultures.  Schoenfeld describes Bergquist’s 

collegial culture as one that finds great meaning in the disciplines, faculty scholarship, 

and adheres to the dominance of rationality that is prevalent in the institution.  The 

mission and values of the collegial institution involve the generation, interpretation, and 

dissemination of knowledge and the development of character (Schoenfeld, 1994). 

Bergquist’s collegial culture is one that emphasizes and rewards informal and “quasi-

political” collaboration among faculty, very similar to the shared power, decision-

making, and governance of Birnbaum’s (1988) collegial culture.  In this culture, faculty 

participation in governance is encouraged and reinforced.  Sophisticated thought, 

education, and research are highly valued and the environment is conducive to such 

activities (Bergquist, 1992). 

Birnbaum’s (1988) bureaucratic model differs from the collegial in that a 

bureaucracy emphasizes the importance of defined rules and regulations.  While, 

according to Birnbaum, the word bureaucracy is often equated with such negative 

concepts as “rigidity, waste, and lack of human concern,” its emphasis and demand for 

structure and hierarchy make the bureaucratic institution highly efficient (p. 107).  In fact, 

the hierarchical structure usually consists of multiple levels of vertical as well as 

horizontal relationships and is “flatter” than that of a corporation.  Very structured 

procedures for communication and interaction are in place and can be seen clearly on an 

organizational chart.  Birnbaum defines the bureaucratic institution as one that is highly 

task-oriented and whose members place a great deal of importance on effectiveness and 

predictability.  Interactions among members are rare and differ from those of the collegial 
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organization; indeed, interactions in the bureaucracy are often bounded according to 

academic discipline(s).  Faculty contact with administrators is rare and campus 

constituents can feel isolated, as the contact will occur only with respect to their roles 

instead of similar likes and values.  In order to maintain its efficiency and effectiveness, 

the bureaucracy relies heavily upon written rules, regulations, systems, and codes. The 

rules in the bureaucratic culture are more explicitly stated than those of the collegial 

culture. 

Activities in a bureaucratic culture “are coordinated by internally generated norms 

that are continually reinforced by face-to-face interactions of participants” (Birnbaum, 

1988, p. 106).  Behavior becomes standardized in this culture so that the shared values of 

efficiency and predictability may be maintained.  

The managerial culture, similar to Birnbaum’s bureaucratic culture, is the second 

model Bergquist (1992) discusses. According to Schoenfeld (1994), Bergquist defines the 

managerial culture as “one that finds meaning primarily in the organization, 

implementation, and evaluation of work that is directed toward specific goals and 

purposes, that values fiscal responsibility and effective supervisory skills, and that holds 

to the capacity of the institution to define and measure its goals and objectives clearly” 

(p. 30). 

Its roots can be traced back to the Catholic colleges in the United States where 

postsecondary education was viewed as an extension of the established elementary and 

secondary schools that were led by priests and nuns.  The clear lines of authority were 

based on the structure of the Catholic Church (Bergquist, 1992). 
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By contrast with the collegial culture, the managerial culture values 
efficient and effective educational programming.  This culture attempts to 
assess the extent to which specific objectives are being achieved.  These 
relate not only to the educational mission of the institution but also to 
those financial and operational aspects of institutional life the mission to 
succeed.  Goals are usually quantitative in nature and refer to 
institutionally based measures of input (such as student enrollment, full-
time faculty appointments, or number of volumes in the library) or output 
(number of graduating seniors, size of state funding allocation, or 
percentage of retained students). (Bergquist, p. 10) 

 

Birnbaum’s (1988) political model is more complex than either of the two models 

previously discussed.  Interactions on a political campus are just that: political.  Members 

interact in order to negotiate and build temporary coalitions formed for perceived mutual 

benefits and they frequently involve “bargaining, compromising, and reaching 

agreements that they believe to be to their advantage” (p. 130). 

Rather than the common values, needs, and desires emphasized at a collegial 

institution, the political university tends to involve members whose needs and interests 

are divergent or common only in the substructures of the institution.  Significant attention 

is focused on uncertainty, dissention, and conflict.  The processes for decision-making 

are decentralized and less rigidly controlled than those of a bureaucratic institution.  The 

power at a political campus is also largely diffused and less centralized. 

Birnbaum (1988) states that indifference is a central characteristic and that 

participation in institutional affairs varies by affected groups.  Also, constituents 

frequently build coalitions and are then forced to compete for resources in the next 

instance. 

Bergquist’s (1992) third cultural type (the developmental culture), on the other 

hand, originated in the 1960s when the collegiate culture was prominent and perceived as 
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unresponsive to the needs of students and society.  A trend that made popular such things 

as faculty development, institutional research, and organizational development also 

helped solidify the developmental culture.  Rationality is particularly important in this 

culture.  Similar to Birnbaum’s (1988) bureaucratic culture, the developmental culture 

emphasizes procedures that accommodate the institution’s need for efficiency.  However, 

collegiality and the development of personal and professional growth are of specific 

concern.  The enterprise of the institution is the encouragement of “potential for 

cognitive, affective, and behavioral maturation among all students, faculty, 

administration, and staff” (p. 5). 

The anarchical institution is offered as Birnbaum’s (1988) fourth model of 

organization.  This institution would appear chaotic to observers because unlike a 

bureaucracy, the anarchical institution is not clearly defined by rules, strict regulations, 

and hierarchy.  Birnbaum again offers three characteristics that identify an institution as 

being anarchical: problematic goals, unclear technology, and fluid participation.  

By problematic goals, Birnbaum (1988) refers to loosely defined or vague goals 

whose interpretations are also ambiguous.  Unclear technology is the inability of the 

institution to determine why or why not something does or does not work.  For example, 

the institution may know when something is effective but does not why it is.  Because of 

this, “choices about technology tend to be based on trial and error, previous experiences, 

imitation, and inventions born of necessity” (p. 156).  Finally, fluid participation means 

that attendance to various meetings regarding university affairs is sporadic.  In fact, 

Birnbaum states that, “there are probably few, if any, occasions on which decisions of 

two related issues are made by the same people” (p. 156). 
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Even though the three characteristics paint a negative picture of the anarchical 

institution, Birnbaum claims that the negativity is tempered by organization.  Direct 

procedures for communication and decision-making exist as well as a definite structure, 

roles, rules, and regulations.  A better name for this model might be “organized anarchy.” 

Bergquist’s (1992) fourth culture, the negotiating culture, has striking similarities 

to Birnbaum’s political culture.  The negotiating culture evolved out of a need for 

collegial institutions in the 1960s to participate in collective bargaining practices and 

greater involvement in faculty unions.  According to Bergquist (1992), a faculty member 

who belongs to this culture believes that change takes place only through confrontation 

and the manipulation of valued resources.  The negotiating culture finds meaning in the 

establishment of policies and procedures for distribution of resources.  It values fair 

bargaining, or negotiating, among constituencies that are inherently opposed and thus 

gives frequent attention to outside mediation (Bergquist, 1992). 

To tie each of these together, Birnbaum (1988) states that all four of the models 

are “invented social constructs that ‘make sense’ of organizational processes” (p.175).  

This statement directly reflects Birnbaum’s definition of organizational culture.  Like 

Tierney (1990) however, Birnbaum (1988) states that the picture is still incomplete. 

“Because these are nonlinear, dynamic social systems, life on any campus will be 

predictable at some times but unpredictable at others.  Colleges and universities are 

inventions that arise from the interaction of social norms, hierarchical structures, 

contending preferences, and cognitive limits and biases…These patterns define, and 

function within the institution’s culture” (pp. 175-176).  In other words, through their 
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interactions, people in these organizations influence each other’s behavior and attitudes 

and thus develop group norms and values that directly affect organizational behavior. 

The four models of organizational culture as presented both by Birnbaum (1988) 

and Bergquist (1992) are similar in nature and involve almost identical elements for 

defining culture.  Each author also agreed that it is possible for more than a single culture 

to exist on the same campus.  In fact, both authors state that the cultures depend upon one 

another for survival. Bergquist, however, includes a historical perspective and how each 

culture evolved and what major events had an influence on shaping the different cultures.   

Others in the fields of organization and organizational change, such as Levin 

(1997) and Cameron and Eddington (in Smart, Kuh & Tierney, 1997) have developed 

cultural typologies that are similar in many ways to those of Birnbaum and Bergquist. For 

example, Levin (1997) examined organizational culture within the community college 

setting and arrived at four distinct cultural typologies: the traditional culture, the service 

culture, the hierarchical culture, and the business culture. 

Levin’s (1997) traditional culture is one whose focus is upon academic values. 

Rationality and intellectualism drive organizational actions.  The community college 

service culture is identified by the assumption that “institutional progress, i.e., 

improvement, is underway, ongoing, or can be made—whether such progress is in the 

area of university transfer rates, institutional retention of students, social equity, or in the 

quality of learning”(p. 6).  The hierarchical culture is just that…hierarchical.  Board and 

administrative priorities and values define the standards of excellence for which this 

culture continually tries to achieve. The business culture of the community college is 
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characterized by its emphasis on competency, efficiency, innovation, and customer 

service (Levin, 1997). 

Likewise, Cameron and Eddington (in Smart, Kuh, & Tierney, 1997) developed 

four types of institutional cultures: clan cultures, adhocracy cultures, bureaucratic 

cultures, and market cultures.  Just as Birnbaum (1988), Bergquist (1992), and Bolman 

and Deal (1984), Cameron and Eddington (as cited in Smart, Kuh, & Tierney, 1997) state 

that their four cultures “represent ideal forms.  They differ in terms of the degree to 

which they emphasize the importance of: (1) people or the organization, (2) stability and 

control or change and flexibility, and (3) means or ends” (Smart, Kuh & Tierney, 1997, p. 

262). 

The examination of these cultural typologies-their historical origins, their 

evolution, and their characteristics-lead to questions concerning the future. Are these 

cultures still evolving?  Will we see the development of a new culture? What does the 

most current literature say about educational culture? 

The Emerging Culture   
 

Ralph Besse (as cited in Perkins, 1973) offered a comparison of the university 

with the corporation in a book edited by Perkins (1973).  This is perhaps the earliest 

explicit comparison of the two entities.  In Besse’s comparison he states that the 

increasing financial troubles of higher learning have prompted many people to suggest 

that universities would all be better off if they were managed as businesses are.  “Inherent 

in the suggestion is the assumption that universities can be managed as business 

corporations” (p. 107).  According to Besse, a strong parallel would have to exist if such 

a comparison were to be made.  The most important similarities that Besse mentions are 
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the parallels in structure where a board of directors is like an educational board of 

trustees as well as the existence of a common interest group which, by definition, is 

essential in any culture (Perkins, 1973).  Bowen (2001) takes the analogy a little further 

and states that boards of trustees, largely composed of people from the corporate world, 

make reform their number one priority.  “Some trustees take office with the missionary 

impulse to remake academe in the image of the corporation; others are intent on changing 

academic values to reflect the politics of the elected officials who appointed them to the 

board” (p. 1). 

 Lazerson (1997) in his appropriately titled article, “Who owns higher education?” 

discusses the changing face of governance.  Historically, educational institutions held a 

significant amount of autonomy and independence from external sources.  Smart, Kuh, 

and Tierney (1997) touch upon the importance of external sources with regards to 

organizational culture when they state that the effectiveness of an educational institution 

is a function of how it responds to external forces.  And as previously stated, institutional 

culture is, in part, shaped by external forces (Schein, 1985). Lazerson (1997) continues 

by stating that conflicts between trustees and administrators were limited to occasional 

complaints regarding student behavior, admission denial to children of alumni, or other 

such mundane, routine, expected details. Since the 1960s, however, trustee involvement 

in institutional governance has increased dramatically.  The freedom that the academy 

once had from trustees and other external forces is diminishing and at risk of dying a 

tortuous death (Lazerson, 1997). 
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 Smart and associates (1997) write that an institution’s culture is thought to 

mediate how an institution deals with external forces and internal pressures.  Again 

Lazerson (1997) makes an impressive argument: 

Obviously, higher education governance changed in the decades after 
World War II.  The increased role of federal and state governments 
through funding and legislative regulations required greater political 
sensitivity and an eye on Washington and state capitol politics.  The 
research ethic and dependence upon research funds for budget relief and 
status made it imperative to know the idiosyncrasies of federal funding 
agencies like the National Institutes of Health, the National Science 
Foundation, and the Departments of Defense and Education. (p. 4) 

 

The external forces have changed dramatically since the beginnings of education 

in America. Robert Allen (2000) agrees with Lazerson that in order to survive, 

educational institutions must take advantage of the corporate and business involvement.  

In fact, Allen states that education already resembles corporate culture and could even 

adopt business characteristics to increase effectiveness.  Allen (2000) relates an anecdotal 

story to make his point. 

Some ten years ago I was invited by a faculty member to attend a dinner 
party, at which the guest of honor was an executive with a very successful 
chain of retail stores.  The topic for the evening’s discussion, chosen by 
our guest, was “Why can’t universities be more like businesses?”  
Throughout the event, the executive good-naturedly pointed out what 
seemed to him to be the many manifestly unbusinesslike practices deeply 
embedded in academic culture.  We admitted that certain aspects of 
university operations could, and probably should, be made more efficient, 
responsive, and responsible.  But our guest saw business as representing a 
type of organizational culture that he believed universities should emulate. 
(p. 1) 

 

Allen continues by sharing that the incident sparked some very thought provoking issues.  

He began searching in earnest for traits shared by the organizational culture of truly 
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exceptional businesses.  In fact, Allen (2000) states that he was surprised to find that 

some businesses had even been advised to look to universities for models of 

“information-age organizational culture” (p. 2).  He (Allen) found that one of the 

common elements shared by businesses and educational institutions was a “core 

ideology-core values and sense of purpose” (p. 2).  Practices common to both entities also 

included strategic planning processes, visionary leadership, and mission statements.  

Allen’s (2000) article sparked interesting controversy among academicians regarding the 

existence of these supposed parallels between universities and businesses and whether or 

not education should consciously emulate certain practices seen in the corporate world.  

 We have, however, perhaps already begun to see an incorporation of business 

themes (other than those that Allen [2000] stumbled upon) into higher education 

institutions.  They are in fact making a dramatic change in the way in which institutions 

operate.  For example, Peter Sacks (1996) writes of a rising tone of consumerism in 

higher education.  Specifically, total quality management, or TQM, has crossed the 

boundaries from industry and begun to infiltrate our education systems. “TQM is based 

on the principle that the customer is the most important person.  The major tenet of TQM 

can be summed up in nine words: Satisfy the customer, satisfy the customer, satisfy the 

customer” (p. 164). 

 According to Sacks (1996), total quality management is an approach to business 

developed in the 1970s that was later adopted by the American auto industry to improve 

quality. Also, Sacks feels that the students of the 1990s are essentially customers who 

belong to a culture of hyperconsumersim.  “Besides the TQM mentality, the dominant 
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world-view in much of higher education is that students ought to succeed in college-at 

any cost” (p. 164). 

 Weekes (1992) writes of a survey/study where TQM was the subject of 

discussion.  The participants clearly articulated TQM as having such benefits as: “giving 

the people a voice, the focus on the customer, elimination of redundancies, rework and 

scrap, change in climate, willingness to seat the details before taking action, and bringing 

people together”(p. 92).  These benefits actually restate the values that are listed in each 

of the cultures discussed by Birnbaum (1988) and Bergquist (1992).  The biggest 

frustration as reported by the participants in Weekes’s study (1992) was the 

unwillingness of constituents to deal with culture change. 

 Robert Bowen (2001) writes that the major conflict between cultures in education 

began with the boom of the economy in the 1990s along with the collapse of Soviet-bloc 

socialism.  According to Bowen, those elements resulted in the triumph of capitalism, 

which in turn saw the transformation of universities into corporations.  “Capitalism now 

reigns supreme, the laws of supply and demand serve as the mechanism for who gets 

what, and success is measured in net income and levels of productivity”(p. 1). 

This particular ideology has: 

turned university presidents into chief executive officers, provosts into 
chief operating officers, and vice presidents for administration into chief 
financial officers.  Deans have become middle management and 
department chairs lower-level management.  Faculty members are now 
laborers, and students are consumers, or clients.  Assessment and 
accountability refer to measuring productivity; colleges and universities 
set up entrepreneurial ventures and seek presidents from outside higher 
education. (Bowen, p. 1) 
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Culture, in Terms of Leadership  

  Bornstein (2003) cites the 1966 “Statement on Government of Colleges and 

Universities”- the document supported and upheld by the American Council on 

Education and the American Association of University Professors - which states that “a 

president ‘has a special obligation to innovate and initiate’” (p. 88). Moreover Bornstein 

asserts that new presidents are, in fact, “welcomed with the expectations for change” (p. 

36).  The next logical assumption, then, is that presidents can and do have the power to 

affect change. Pfeffer (in Peterson, ed., 1991), on the other hand, states that there is little 

evidence to suggest that leadership has any kind of significant effect whatsoever.  He 

argues, based on three reasons, that any observable effects of leadership are small: (1) 

leaders are selected, and “perhaps only certain, limited styles of behavior may be chosen” 

(2) behavior and discretion of chosen leaders are constrained and (3) only a few of the 

variables that potentially impact institutional performance are affected by leaders (p. 

346). Masland (in Peterson, ed., 1991), however, argues that leadership can “transform an 

organization with a formal structure of rules and objectives into an institution that is a 

‘responsive, adaptive organism’”(p. 118). 

Fisher and Koch (1996) state that power has a great deal to do with the president’s 

ability to make changes.  Indeed, used throughout their book, Presidential Leadership: 

Making a Difference, Fisher and Koch state that leadership is defined in terms of 

differential power or “the ability of A to get B to do something that B might otherwise 

not have done” (p. 21). Fisher and Koch note that the debate of transactional versus 

transformational leadership illustrates the divide among the educational community into 

two groups.  Transactionalists support the notion that “the very nature of colleges and 
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universities makes their [presidents] management ‘difficult if not impossible’…. 

‘Presidents may have very little influence over outcomes when compared to other 

forces’” (p. ix). “ ‘It is a mistake for a president to imagine that what he (or she) does 

affects the institution significantly’” (pp. ix-x). Transformationalists, on the other hand, 

believe that a president with “vision and energy can and should make a great deal of 

difference” (p. x). Each side of this dichotomous debate supports its beliefs with valid 

research.  For the purposes of this particular study, the view that presidents can and do 

affect change is of paramount importance. Thus, Eckel and Kezar (2003) note that “the 

president and other individuals with positional power allows the change process to 

occur…Although grassroots change can occur, especially on campuses with strong 

faculty or student groups, these changes can be met with resistance if there is not buy-in 

from those with positional power” (p. 76). Moreover, Eckel and Kezar (2003) state that 

leaders who utilize effective communication strategies can facilitate the change process. 

If, as this study supports, presidents can make changes, then a deliberate attempt 

to shift the organizational culture is possible.  Indeed, Eckel and Kezar (2003) note seven 

strategies for intentional change, one of which is “a willing president or strong 

administrative leadership” (p. 75). Levin (1996, 1998) notes an explicit connection 

between a change in leadership and a subsequent change in the organization’s culture. 

Also, Bolman and Deal (1984) argue that leaders make a difference within the 

organization by creating new myths that consequently alter prior convictions and beliefs 

of the intended audience. 

 Schein, as stated in Lakomski (2001), relates an interesting metaphor with regard 

to leadership and its apparent relationship to culture.  They are: 
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[leaders and culture] two sides of the same coin in that leaders first create 
cultures when they create groups and organizations.  Once culture exists, 
they determine the criteria for leadership and thus determine who will or 
will not be leader.  But if cultures become dysfunctional, it is the unique 
function of leadership to perceive the functional and dysfunctional 
elements of the existing culture and to manage cultural evolution and 
change in such a way that the group can survive in a changing 
environment. (p. 70) 
 

 Brinbaum (1992), however, claims that despite numerous studies surrounding 

leadership, very little is actually known about the phenomenon.  Data exist to support 

both the view of the leader as a “critical component of institutional functioning and 

improvement” (p. 7) and the leader as unimportant and not influential to “institutional 

fates” (p. 8).  

Summary 

 The previous chapter contained sections that attempt to describe the history of the 

study of organizational culture and the resulting typologies and models of culture 

apparent in educational institutions. 

Obviously, disagreement exists with regards to whether or not business 

characteristics belong in the education arena.  It is interesting, however to note this 

dissention.  According to Bergquist (1992) some of the cultures evolved out of discontent 

with the dominant culture.  Shoenfeld (1994) even states that the two dominant cultures, 

the collegial culture and the managerial culture, are often at war with each other. He also 

states, however, that “both cultures are essential to the modern campus, the corporate 

structure existing for the scholarly culture” (p. 31). 

As previously discussed in the definitions of culture as offered by numerous 

sources, external and internal forces both play a part in shaping the culture of the 
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institution.  Shared values and beliefs solidify the purpose for the culture.  If students are 

entering higher education with a supposed tendency for consumerism and administrators 

are forced to deal with increasing pressures from funding agencies, societal demands, and 

other external sources, will we not most certainly see a change in the prevailing culture?  

Will it reflect the change that seems to be sweeping across America evident in the 

demands and needs for high-speed communication, efficiency, and consumer 

satisfaction?   

Clark (1998) states that strong sagas, similar in many ways and elements to 

organizational culture, “do not develop in passive organizations tuned to adaptive 

servicing of demand or to the fulfilling of roles dictated by higher authorities” (p. 200). Is 

that perhaps why the notion of a corporate culture has only come about very recently? 

Will elements of corporation become ingrained in the cultures of education 

organizations? The emergence/infusion of the corporate culture into American higher 

education is a field that is wide open for observation and interpretation. 
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CHAPTER III 
 

METHODOLOGY 
 
 

 
 
 This chapter describes the general design of the study and includes (a) a 

restatement of the problem, (b) the research design, (c) content analysis of institutional 

documents (d) sampling specifications, (e) interview techniques, and finally, (f) the 

collection, management, and analysis of the data. 

Restatement of the Problem 

As previously stated, culture is not a static entity; it is ever changing and 

evolving. Recent literature in the higher education setting indicates that a new culture is 

emerging that is radically different from those cultures historically observed in the 

traditional academic settings.  This new culture has explicit elements of a corporate or 

business perspective.  The suggestion that education institutions are in any way like or 

should be run like businesses has sparked controversial debates. 

There are those in education who would deny the very existence of corporate 

tendencies in their institutions. Moreover, there are those who actively argue that colleges 

and universities cannot and should not be anything like a business.  This debate has led 

many to research the so-called “corporate culture” and its benefits and drawbacks with 

regard to educational institutions.  There have even been numerous studies –as mentioned 

in Chapter 2- that have examined the similarities among the cultures, practices and 

structures of corporations and education institutions. These studies have added to the 

large body of literature on organizations, organizational change, and culture change.  The 
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deliberate attempt to integrate a corporate culture and practices into higher education via 

the hiring of former business personnel has yet to be examined.   

Through the perspective of an administrator hired into the higher education 

setting from the corporate arena, this study examines explicit efforts made to introduce 

elements of corporate culture in to academia. 

Research Questions 

Information gathered for this study focuses upon the following research questions: 

• To what extent has “corporate culture” been adopted in the identified 

organization? 

• What types of “corporate” activities have been attempted at the institution? 

• What aspects of corporate culture are apparent and/or have been successfully 

implemented? 

• Are there specific identifiable reasons why certain aspects of corporate culture 

have been accepted or rejected by the institution of higher education? 

Research Design  
 

A qualitative research methodology was employed to conduct this particular 

study.  Berg (2001) states that “qualitative research properly seeks answers to questions 

by examining various social settings and the individuals who inhabit these settings” (p.6).  

Merriam (1988) identified six basic characteristics of qualitative research: 

1. Qualitative researchers are concerned primarily with process, rather than 

outcomes or products. 

2. Qualitative researchers are interested in meaning—how people make sense of 

their lives, experiences, and their structures of the world. 
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3. The qualitative researcher is the primary instrument for data collection and 

analysis.  Data are mediated through this human instrument, rather than through 

inventories, questionnaires, or machines. 

4. Qualitative research involves fieldwork.  The researcher physically goes to the 

people, setting, site, or institution to observe or record behavior in its natural 

setting. 

5. Qualitative research is descriptive in that the researcher is interested in process, 

meaning, and understanding gained through words or pictures. 

6. The process of qualitative research is inductive in that the researcher builds 

abstractions, concepts, hypotheses, and theories from details.  (pp. 19-20) 

Qualitative methodology was selected for this study for three reasons: (1) as 

previously identified, no previous studies have examined the deliberate attempt to change 

the culture of a higher education institution to a corporate culture; (2) the phenomena of 

the process of introducing practices (the change process) that would lead to such a 

cultural change is the primary interest in this study; and finally (3) the study of process is 

difficult to conduct using quantitative methodology.  These reasons meet characteristics 

of a qualitative research problem identified by Morse (1991). Indeed, “qualitative 

analysis of a limited number of crucial communications may often yield better clues to 

the particular intentions of a particular speaker at one moment in time than more 

standardized quantitative methods” (de Sola Pool, 1959, p. 7). 

Case Study 

A case study that involves the use of content analysis techniques via the 

examination of institutional documents and the use of subsequent semi-structured 
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interviews acts as a sound infrastructure for a comprehensive design that examines, in 

depth, the organizational culture of an institution whose leadership would suggest a 

corporate influence on organizational culture due to professional background. 

Yin (1994) contends that the need for case study research is a result of the “desire 

to understand complex social phenomena.  In brief, the case study allows an investigation 

to retain the holistic and meaningful characteristics of real-life events--such 

as…organizational and managerial processes” (p. 3).   

Moreover, Berg (2001) argues that case studies are appropriate mechanisms 

through which to study organizations as they permit the “systematic gathering of enough 

information about a particular organization to allow the investigator insight into the life 

of that organization…In fact, the case method is an extremely useful technique for 

researching relationships, behaviors, attitudes, motivations, and stressors in 

organizational settings” (p. 233). 

Merriam (1998) states that the case study is a device through which a 

contemporary phenomenon may be investigated within its real-life context in situations 

where the boundaries between the phenomenon and its context are not clear. Thus, 

having previously identified culture as a phenomenological entity, the case study is a 

highly appropriate research method as there is a distinct emphasis on experience and 

interpretation.  More specifically, a descriptive case study (Berg, 2001) methodology was 

employed in an attempt to answer the research questions and propositions as delineated in 

chapter one.  

Though the case study methodology is appropriate for the particular reasons 

stated previously, there are design issues or weaknesses that must be noted and 
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compensated for.  According to Bogdan and Biklen (2003), generalizability can be an 

issue for the qualitative researcher.  “Some researchers lay claim to generalizability on 

the basis of the similarity of their case studies to others reported in the literature” (p. 60).  

This study includes an extensive literature review in which cases with similarities were 

discussed; however, due to the extremely new phenomenon studied here, generalizability 

has been listed as a limitation. 

Within the design of the case study particular attention must also be paid to 

internal sampling.  Though the focus of the study may be narrow, the researcher must 

make sure that (s)he samples widely enough so that a “diversity of types,” whether it is 

informants, documents, or settings are explored (Bogdan & Biklen, 2003, p. 61).  Bogdan 

and Biklen (2003) state the importance of choice within the context of the study.  In other 

words, the data sampled “must make sense for your purpose in your particular situation” 

(p. 61).  Specifically, for this study, a wide range of institutional documents were 

scrutinized. (A list of document types can be found in chapter four.)   

Finally, when utilizing a case study approach, the amount of time spent should be 

carefully considered.  Bogdan and Biklen (2003) note that one way to overcome the 

potential weakness involved in scheduling and limiting time to spend on the case study is 

to reach “data saturation, the point of data collection where the information you get 

becomes redundant” (p. 62).  

Though there are weaknesses within the design of the case study, many can be 

overcome, or at least be disclosed so that the researcher and readers of case studies will 

be aware of their existence.  Scholtz and Tietje (2002) implore us to remember that, “the 
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more complex and contextualized the objects of research, the more valuable the case 

study approach is regarded to be” (p. 4). 

Purposeful Sampling 

 The participant (the chosen institution) in this study was selected via purposeful 

sampling.  Levin (1998) states that purposeful sampling “consists of choosing a sample of 

a population which fit characteristics of the study’s purpose and which may conform to 

working hypotheses” (p. 6).  Likewise, Bogden and Biklen (2003) note that purposeful 

sampling techniques are employed in certain cases because the subjects are chosen 

specifically for their assumed facilitation of the theory.   

Merriam (1998) contends that prior to selecting the sample, desired 

criteria/attributes must be identified.  “In criterion-based selection, you ‘create a list of 

the attributes essential’ to your study and then ‘proceed to find or locate a unit matching 

the list’.  The criteria you establish for purposeful sampling directly reflect the purpose of 

the study and guide in the identification of information-rich cases” (p. 61-62).   

The criteria considered when selecting this institution were as follows: First, the 

final selection included an administrator who had been employed for a minimum of three 

years so that shifts in culture may have been attempted.  Second, the final selection 

included an administrator who was in his/her initial position with a higher education 

institution.  Third, the final selection included an individual who indicated a specific skill, 

ability, or experience from the corporate sector was a primary reason for their selection to 

the position.  This criteria and the position announcement served as verification of the 

intent to move towards a corporate culture.  The fourth and final criterion necessary to be 

considered was the verification of attempts to introduce practices from the corporate 
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world.   The specific steps taken for verification of results are delineated in the 

“verification steps” section. Of the institutions that met each of the pre-established 

criteria, a single institution was selected for in-depth study/analysis. The researcher and 

dissertation chairs, influenced by the criterion identified above, aided in narrowing the 

potential cases and in selecting the final institution.     

Data Collection Procedures 

Miles and Huberman (1984) recommend four parameters for data collection.  The 

setting for this study was the participant’s institution.  The actors in the study were the 

president and representatives of the administration and faculty who have been 

involved/impacted by attempts to instill the corporate culture.  Committee membership 

(for example, hiring committees, strategic planning committees, institutional 

advancement and effectiveness committees) is an example of how the later group of 

actors will be identified.  The events the actors were interviewed about are the hiring of 

the CEO and subsequent attempts at change towards a corporate culture.  In examining 

the process of hiring and change, specific attention was be placed on the three 

propositions identified in Chapter 1. 

Data Collection 

Two qualitative techniques for collecting data were incorporated in the study; 

content analysis via the use of institutional documents and follow-up, semi-structured 

interviews.   
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Content/Document Analysis 

Bogdan and Biklen (2003) state that the use of documents as a source of 

information is an increasing and effective trend in qualitative research studies. Prior to 

conducting interviews, an analysis of institutional documents occurred.  

Content analysis is a particularly appropriate strategy for discerning institutional 

culture.  As previously stated, culture is manifested in multiple ways.  This study utilized 

various forms of written communication for which qualitative analysis is a preferred 

method.  According to George (deSola Pool (ed.), 1959), “qualitative analysis of a 

limited number of crucial communications may often yield better clues to the particular 

intentions of a particular speaker at one moment in time than more standardized 

quantitative methods”(p. 7). More specifically, content analysis is a strategy under the 

umbrella of qualitative analysis that is “employed as a diagnostic tool for making specific 

inferences about some aspect of the speaker’s purposive behavior” (p. 7).  Moreover, 

Krippendorf (1980) asserts that “content analysis is one of the most important research 

techniques in the social sciences, it seeks to understand data not as a collection of 

physical events but as symbolic phenomena and to approach their analysis 

unobtrusively”(p. 7). Quite simply, content analysis is defined as “a systematic research 

method for analyzing textual information in a standardized way that allows evaluators to 

make inferences about that information” (United States General Accounting Office. 

Program Evaluation and Methodology Division, 1996, p. 1). 

Other studies have utilized content analysis as the primary strategy in research 

studies.  For example, Stemler and Bebell (1999) used content analysis to examine the 

mission statements of numerous K-12 education institutions.  Ten major themes and 
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multiple implications among participants were derived as a result. Also, Banfield (1975) 

analyzed documents to describe how middle class African-Americans affect change in 

elite educational organizations. Theus (1989) examined how structure and organizational 

ideology in several newspaper organizations impact organizational communication 

through analysis of several articles. 

Contrary to popular assumption, content analysis is not a simple count or 

frequency of the appearance of certain words or phrases.  Rather, it is a highly structured, 

methodical way in which the researcher is able to make certain inferences and draw 

conclusions about the characteristics of the message and what is “written between the 

lines” (Carney, 1972, p. 25).  Krippendorf (1980) states that six questions must be 

addressed in each instance of content analysis: (1) Which data are analyzed? (2) How are 

they defined? (3) What is the population from which they are drawn? (4) What is the 

context relative to which the data are analyzed? (5) What are the boundaries of the 

analysis? and finally, (6)What is the target of the inferences? 

The actual process of analyzing content as laid out by Neuendorf (2001) and 

Carley (1992) was followed for this study.  The eight steps are: 

1. Decide the level of analysis 

2. Decide how many concepts to code for. (This step was completed using a doctoral 

level qualitative research class in addition to field/research experts in the area of 

organizational culture.) 

3. Decide whether to code for existence or frequency of a concept. 

4. Decide on how you will distinguish among concepts. 

5. Develop rules for coding your texts. 
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6. Decide what to do with “irrelevant” information. 

7. Code the texts. (This specific process is discussed in Chapter 4) 

8. Analyze your results.  

An in-depth examination of mission statements, organizational charts, various 

inter-office memos, goal and value statements reveal a lot about organizational culture.  

Particular attention, however, was paid to those documents that indicated change.  For 

example, new strategic plans, minutes of specific committee meetings, transcripts of 

speeches made, and quarterly reports reveal much about attempted culture changes. Any 

unclear or provocative information contained within these documents was noted for 

further explanation and clarification during interviews.  Bogdan and Biklen (2003) state 

that when used in conjunction with interviews, document analysis is “used to gather 

descriptive data in the subjects’ own words so that the researcher can develop insights on 

how subjects interpret some piece of the world” (p. 95).  According to Merriam (1998) 

“the data found in documents can be used in the same manner as data from interviews or 

observations.  The data can furnish descriptive information; verify emerging hypotheses, 

offer historical understanding, track change and development, and so on” (p. 126). 

Interviews 

Perhaps one of the most valuable means for collecting data in qualitative research 

studies involves the use of interviews.  For this particular study, interviews occurred 

subsequent to analysis of institutional documents and played a complementary role in 

obtaining data in the instances in which the researcher and or committee found interviews 

necessary for further clarification of themes emergent from analysis of documents. Berg 

(2001) claims that the interview is an especially effective method for “understanding the 
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perceptions of participants or learning how participants come to attach certain meanings 

to phenomena or events” which is precisely the aim of this particular study (p. 72). 

Ratner (2002) boldly states that the use of the interview as a tool for conducting 

cultural research is “indispensable” as it allows for “the fullest exposition of 

psychological phenomena and their cultural origins, formation, character, and function” 

(p. 145). Specifically, the use of the semi-structured interview in cultural research allows 

for the security of consistency, in guided, predetermined questions, in addition to the 

freedom of discretionary probing to elicit more comprehensive and revealing responses.  

In other words, these semi-structured or semi-standardized interviews involve a certain 

degree of structure in that the same questions are typically asked of each participant in a 

systematic and consistent manner, while interviewers are provided the liberty of probing 

beyond the initial questions when responses warrant further explanation or detail. (Berg, 

2001, p. 70). 

An interview guide was initially developed for the interviews based upon theories 

and suppositions formed during the research and content analysis phase. The researcher, 

however, decided against using the interview guide as it was deemed unnecessary (many 

initial questions were answered within the institutional documents) and in some cases 

restrictive to the thread of potential conversations with institutional members.  In 

addition, questions were developed from the propositions and research questions that 

guided the study as well as information gleaned from institutional documents. The 

interviews took place during scheduled telephone conversations. The researcher also 

composed field notes immediately after each interview session.  
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Managing and Recording Data 

Data was recorded via the use of field notes taken both during the content analysis 

phase and the subsequent interviews.  Data derived from the institutional documents was 

carefully scrutinized to look for emergent themes, buzz words, and institutional priorities.  

Prior to the analysis of institutional documents, a group of selected students (graduate-

level research class) established a list of words and phrases, based upon two articles cited 

in the literature review, that they felt were indicative of corporate culture. This list was 

then sent to “experts” who were asked to add or detract based upon their expertise.  This 

process is more fully elaborated upon momentarily.   

After the analysis of institutional documents took place, a non-affiliated 

(uninvolved with this study at any level thus far) person reviewed the documents 

separately to help establish thematic reliability. This person, a peer doctoral student was 

chosen to examine each type of institutional document obtained for this study.  This 

student is a doctoral candidate in the higher education program at Texas Tech University 

and has successfully completed all coursework inclusive of qualitative methodology.  

Moreover, he has worked with other doctoral students and professors on researching, 

analyzing, and publishing qualitative case studies.  He was, in fact, recommended to the 

researcher by the higher education department chair for his experience, reliability, and 

competence. 

Coding Process/Schemes 

Prior to reading the documents, a set of pre-emergent codes was established.  A 

structured process was followed to generate these codes and maintain researcher 

objectivity. The researcher supplied two articles in which corporate culture was explicitly 
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discussed to a graduate level educational psychology class. (These articles were used in 

the literature review and can be found in their entirety in Appendices A and B.) The class, 

EPSY 6305, is a doctoral level educational psychology class entitled Qualitative Data 

Analysis in Education, in which students “study methods used in the analysis of data 

gathered through qualitative research methods and of ways of reporting these research 

findings” (Texas Tech University Catalog,  2004, p. 27).  Students in this class were 

asked to read the articles and then generate lists of words and/or phrases that they felt 

were indicative of corporate culture.  They received no prompting from either the 

researcher or the instructor. The raw list this class generated is illustrated in figures 3.1 

and 3.2. 

This list was then sent to three “experts” who teach organizational culture at 

research universities and who conduct research in this area.  These experts were asked to 

read the very same articles and identify key words, themes, or concepts that would point 

to a college or university either in the process of adopting or having already adopted 

“business-like” practices or a more “corporate” culture.  They were then asked to review 

the list generated by the graduate class and add to or subtract from it. Finally, these 

experts were asked to provide any other comments they felt necessary or relevant to the 

study. 



Figure 3.1: Article 1: The New Battle Between Political and Academic Cultures 

By ROGER W. BOWEN 
  

 

 

 

 

 

 

 

 

 
 
 

Boom economy  Triumph of Capitalism  Laws of Supply and Demand  
Who gets what   Success is measured in net income Levels of productivity 
If something is not measurable, then it lacks value   Chief executive officers 
Chief operating officers Chief financial officers  Middle management 
Lower-level management Labor     Consumers 
Clients    Measuring productivity  Entrepreneurial ventures 
Inefficient   Labor-intensive ways   Lifetime employment 
Boards of Trustees  Corporate world   Image of the corporation 
Relatively reasonable measures of performance   Follow their orders, not question them 
Character flaws  Corporate standards   Corporate values 
Conservative agendas  Demand obedience   Do anything silly 
Chief operating officer Victory    Competition 
Winners and losers  Political culture   Eliminating 
Compete for dominance Political world    Certainty 
Order    Rules     Authority is, or seeks to be uncontested 
Demands   Conforming    Obedient Citizenry 
A better place to live and work     Capturing 
Exercising power 
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Figure 3.2: Article 2: Why Can't Universities Be More Like Businesses? 
By ROBERT C. ALLEN  
 

 

 

 

 

 

 

 

 

 

Executive   Very successful chain of retail stores  
Unbusinesslike practices Efficient    Responsive 
Responsible   Business    Organizational Culture 
Company’s mission statement      
In every store we operate just before our doors open for business 
You’ll never know what business you are truly in 
Appropriateness of business Into contact with hundreds of business executives 
Management science  Operation and leadership of successful businesses 
Corporate offices  The Wall Street Journal   
Literature on management and business leadership   Management-advice books 
Fast Company magazine Corporate world business executive Business culture 
Organizational cultures Truly exceptional businesses  Executives 
Knowledge workers  Bosses     Workers of industrial capitalism 
Report to someone  Directs their work   Direct the efforts 
Associates   Subordinates    Hierarchical command and 
control 
Management experts  Task-focused teams   Traditional division of labor 
Participants from companies  

The group of experts determined that there were four major themes or categories 

within the first article and also within the students-generated list.  

1. Terms that designate positions and roles 
a. Chief executive/operating/financial officers 
b. Lower and mid-level management 
c. Consumers and clients 
d. Labor 

2. Evaluation of what is done 
a. Measurement or it lacks value 
b. Measures of performance 
c. Productivity 
d. Net income 

3. What businesses do 
a. Compete for dominance 
b. Competition 
c. Capturing 
d. Eliminating 

4. Business terms 
a. Labor-intensive ways 
b. Corporate standards 
c. Laws of supply and demand 
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d. Entrepreneurial ventures 
 
The group of experts followed the same process for the second article and determined 

that the responses generated by the students were different from the first article in that 

they noted what lessons could be learned, or rather a list of “best practices”. 

1. An organizational culture that   
a. Is efficient, responsive, and responsible 
b. Applies what management science has learned about leadership 
c. Uses task-focused or interdisciplinary teams 
d. Has a core ideology-core values-a sense of purpose 

2. Use of terms or attempts to be 
a. Visionary 
b. Entrepreneurial 

3. Faculty as knowledge workers 
a. Able to use their knowledge in the classroom 
b. Able to use their knowledge in research 
c. Able to use their knowledge in providing services 

4. References to business literature 
 
 
Documents Examined 

*Overview 
*Mission Statement 
*History and Heritage 
*Pocket Facts 2003-2004 
*Introduction to the College (from catalog) 
*Message from the President 
*The President’s Biography 

(*=Documents obtained from institutional website) 
 
 ABC College President’s Report (2) 

Spring 2001 
Spring 2002  

Quarterly: A ABC College Publication 
  Summer 2002 

Spring 2003 
  Summer 2003 
  Fall 2003 

Winter 2003 
Winter 2004 

ABC College Annual Report 
Spring 1998 
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Spring 2000  
ABC College Campaign 150 “A Report of Your Success” 

 
Confidentiality 

 Both institutional and individual confidentiality is strictly maintained in as far as 

records that cannot be obtained publicly. According to Berg (2001), "although 

confidentiality and anonymity are sometimes mistakenly used as synonyms, they have 

quite distinct meanings. Confidentiality is an active attempt to remove from the research 

records any elements that might indicate the subjects' identities" (p. 57) Moreover,  

"researchers commonly assure subjects that anything discussed between 
them will be kept in strict confidence, but what exactly does this mean? Naturally, 
this requires that the researchers systematically change each subject's real name to 
a pseudonym or case number when reporting data. But what about the names of 
locations? Names of places, in association with a description of certain 
characteristics about an individual, may make it possible to discover a subject's 
identity. ...Researchers, therefore, must always be extremely careful about how 
they discuss their subjects and the settings as well." (Berg, 2001, p. 58)  

 
Thus, the institution is not named; rather, it is referred to according to its Carnegie 

classification, a broad geographical reference, and a pseudonym.  For example, “a large 

Midwestern private university…”.  Individuals in this case study are referred to by 

pseudonyms.  Many quotes, however, taken from institutional documents were not 

altered as they contribute significantly toward supporting and answering the research 

questions for this study. These quotes are, in fact, a matter of public record.   

A titular reference also enabled identification of role without compromising the 

individual’s anonymity. For example, the primary person under consideration (the 

corporate individual) is title Jones (President Jones) at the institution.. Glesne (1999) 

supports this strategy of confidentiality: "Participants have a right to expect that when 

they give you permission to observe and interview, you will protect their confidences and 
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preserve their anonymity" (p. 122). "The issue of privacy arises again during the writing-

up phase of the qualitative inquiry process. To protect the anonymity of research 

participants, researchers use fictitious names and sometimes change descriptive 

characteristics such as age or hair color" (Glesne, 1999, p. 123). Upon completion of the 

analysis and at the conclusion of each interview, member checking-or giving the 

participants the opportunity to agree, disagree, or add to the researchers conclusions and 

understanding of the conversations-helped to ensure their comfort with the level of 

confidentiality.  

 

 

Verification Steps 

 Lincoln and Guba (1985) use the term “trustworthiness” in a fashion similar to 

validity, as is appropriate in a qualitative research study.  Three strategies were employed 

to ensure the internal validity of the data.  First, triangulation of data occurred through the 

use of multiple sources of data (Yin, 1994).  Second, the interviewees served as checks 

(member checking) throughout the analysis process (Merriam, 1988). They helped to 

ensure that the researcher wrote and analyzed the data in a manner with which they agree.   

Third, a doctoral student served as a peer examiner. The peer examiner coded and 

thematically classified the same raw data to ensure that the categories are the same or 

extremely similar.   

 External validity refers to the extent to which findings can be generalized across 

settings, populations, times, and/or situations.  As noted by Johnson and Christensen 

(2004), “there are regularities in human behavior and these regularities can be discovered 
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through systematic research” (p. 242). External validity is somewhat limited due to the 

use of only a single unique case; however, there are similarities and parallels among the 

documentary data and interviewee responses. 

Outcomes Related to Theory and Literature 
 
 As this study is grounded in the theory of organizations and organizational change 

as they affect culture, any results gleaned from the data add to this particular body of 

literature both in and out of higher education settings.  In addition to clarifying these 

theories that state that organizations are purposeful systems whose missions and people 

unite it, this particular study examined an apparently intended or deliberate culture shift 

in higher education. 

Conclusion 
 

“Unwritten rules, like elephants, are gray, have considerable weight, and don’t 

move fast; but they can be trained and put to work” (Prencipe, p. 2).  Culture has long 

been studied in organizations to improve efficiency, company loyalty and productivity, 

and to make leadership more effective.  Its adoption into the world of education has come 

about only since the 1950s. Why is this so? Wouldn’t educational institutions potentially 

have the same benefits as entrepreneurial organizations? 

A select few individuals have attempted to study organizational culture at the 

educational level. The information that they have provided to academia is invaluable. 

This, in and of itself should be sufficient reason to continue studying organizational 

culture in colleges and universities. Unfortunately, there have been no in-depth studies 

since the late 1980s and early 1990s.   
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As stated previously in this paper, there is sufficient evidence to suggest the 

emergence of a new, yet unstudied, cultural typology; one whose elements has been 

borrowed from and mirror those in the corporate world.  This study attempted to identify 

those elements and provide this information for the use of those in education. Leaders, 

prospective employees, strategic planning committees and even students could benefit 

from any knowledge gained regarding the culture(s) on their campuses. 
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CHAPTER IV 

ANALYSIS 

 

 

Introduction and Restatement of Research Questions 

Hermalin, (in Ehrenberg, 2004) states that in the “United States the ‘corporate’ 

model is the dominant model in higher education” (p. 28).  The “corporate” model he 

refers to is characterized by institutions of higher learning that are overseen by “boards of 

trustees, regents, overseers, or similarly titled entities.  With respect to their place in the 

hierarchical structure, such boards are similar to boards of directors in corporations” (p. 

28).  The quest for this particular study is to determine whether or not this corporate 

model, that is supposedly so dominant in American higher education, has indeed affected 

the organizational culture of an institution in which a president with a corporate 

background has been employed for a minimum of three years.  

A qualitative approach, involving the use of document analysis within the 

parameters of a case study, was utilized to answer the following research questions. 

1. To what extent has “corporate culture” been adopted in the identified 

organization? 

2. What types of “corporate” activities have been attempted at the institution? 

3. What aspects of corporate culture are apparent and/or have been successfully 

implemented? 

4. Are there specific identifiable reasons why certain aspects of corporate culture 

have been accepted or rejected by the institution of higher education? 
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Data Analysis and Reporting 

 Miles and Huberman (1994) stress that data gathering and data analyses occur 

simultaneously in qualitative research.  Interviews and related notes were transcribed as 

quickly as possible after analysis.  Yin (1989) identified the search for patterns as one of 

the dominant modes of data analysis in qualitative research.  Marshall and Rossman 

(1989) use the term “generating patterns or themes” to represent coding procedures.  The 

eight steps suggested by Tesch (1990) to reduce the documents and transcripts to patterns 

or themes were followed. These coding steps are closely aligned with and fall under step 

seven of Neuendorf’s (2001) analysis process as previously discussed. These seven steps 

were followed by the researcher subsequent to the generation of the pre-established 

themes by the graduate class and the field experts. Furthermore, the researcher 

consciously adhered to these pre-established themes when conducting the initial read-

through of institutional documents as well as the actual content analysis. 

1. Get a sense of the whole.  Read through all of the transcriptions carefully.  

Perhaps jot down some ideas as they come to mind. 

2. Pick one document (one interview)-the most interesting, the shortest, the 

one on top of the pile.  Go through it, asking yourself, What is this about? 

Do not think about the “substance” of the information, but rather its 

underlying meaning.  Write thoughts in the margin. 

3. When you have completed this task for several informants, make a list of 

all topics.  Cluster together similar topics. Form these topics into columns 

that might be arrayed as major topics, unique topics, and leftovers. (The 

topics in this case study were pre-established by the graduate class and the 
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field experts.  Thus, the researcher began to sort documents and notes into 

these previously generated categories.) 

4. Now take this list and go back to your data.  Abbreviate the topics as 

codes and write the codes next to the appropriate segments of the text.  

Try out this preliminary organizing scheme to see whether new categories 

and codes emerge. 

5. Find the most descriptive wording for your topics and turn them into 

categories.  Look for reducing your total list of categories by grouping 

topics that relate to each other.  Perhaps draw lines between your 

categories to show interrelationships. (At this particular point, the 

researcher began to locate specific activities and/or strategies referenced in 

different institutional documents by different individuals and to identify 

language patterns and themes surrounding these activities.) 

6. Make a final decision on the abbreviation for each category and 

alphabetize these codes. (Abbreviation for these categories was 

unnecessary; however the researcher did, in fact sort and list documents 

into respective categories based on the pre-established themes generated 

by the graduate students and field experts.) 

7. Assemble the data material belonging to each category in one place and 

perform a preliminary analysis. (Institutional documents at this time were 

assembled into categories that centered around the person involved. In 

other words, those documents that included quotes or messages from the 

president were assembled together while those that included quotes or 
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messages from the chancellor were assembled together.  This allowed the 

researcher to compare the content and language among the actors involved 

in the case study.) 

8. If necessary, recode your existing data. (pp. 142-145) 

 A detailed, descriptive case study report was written for the institution.   

Institutional Background 
 

ABC College, founded in the mid 1800s, is a self-described “four-year, 

coeducational, Catholic, liberal arts college” located in northern United States.  The 

institutional mission is as follows: 

ABC College is an educational community rooted in the tradition of the 
Catholic faith, the heritage of [Catholic] monasticism, and the love of 
values inherent in the liberal approach to life and learning.  Its mission is 
to provide quality undergraduate and graduate education for men and 
women to enable them to integrate their professional aims with the 
broader purposes of human life.  The programs, activities, and encounters 
that make up student life at ABC College encourage the intellectual gifts, 
professional aptitudes and personal aspirations of students to mature 
harmoniously. (Retrieved from the World Wide Web Institutional Home 
Page)  
 

Throughout its roughly 150-year history, ABC College has had a relatively few number 

of presidents who served average terms of ten years.  The first lay president was hired in 

2000.  Prior to this appointment, each preceding president was a member of a monastic 

order. The “corporate president” around whom this study is centered was asked by the 

Board of Directors to serve in this capacity. In lieu of a formal position description/job 

announcement, the chancellor of ABC College describes the first lay president during his 

inaugural ceremony as  

“an experienced leader with vision and character.  Through his service of 
the ABC College Board of Directors as a member and former chairman, 
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and as head of two major capital fund raising campaigns, President Jones 
has repeatedly proven his extraordinary administrative and leadership 
skills and has demonstrated his firm commitment to this institution and its 
mission.  Because of these qualities, President Jones is uniquely suited to 
be President.  We are deeply honored that he has accepted our offer to 
serve in this vital role.  His proven leadership and administrative skills, his 
years of experience as a board member at institutions of higher education, 
his entrepreneurial spirit, his love for ABC College and his ability to 
influence others to lend their support are unparalleled.  Furthermore, his 
enthusiastic and positive personality, his outstanding educational 
background and experience, his demonstrated commitment to community 
service and to the values and teachings of the Catholic tradition, bring 
together in one unique individual all of the traits needed to take ABC 
College soaring into the next century.  We are grateful that President Jones 
is able to accept this exciting challenge.” (Retrieved February 1, 2005 
from institutional website.)  

 
Perhaps the most indicative or provocative language was used by President Jones himself 

when during his inaugural address he told the audience of his love for the institution and 

his commitment to the mission and “while I promise you that the best of what we are 

about will not change, I also promise you that the way we achieve that mission must 

change. My primary goal as president is keeping ABC College strong, competitive and 

growing.”  President Jones continues his inaugural speech by noting his desire to see 

increased enrollment, to overcome competition from other schools, and to improve 

technology and delivery. Moreover, President Jones alludes to a new plan in its 

development stage to be presented to the Board that will enable the institution to address 

the issues just listed. 

Author/Researcher Results of Institutional Document Analysis 
 
 The similarities between the reviewer’s notations and the researcher’s results were 

striking and will be further discussed in this chapter. Indeed, though the researcher 

examined a larger quantity of institutional documents, the phrases, language, buzzwords, 
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and events that were noted as important by the reviewer were virtually the same as those 

selected by the researcher.  The following matrix, figure 4.1, depicts the similarities 

among reviewer and researcher comments on two institutional documents. 

 Prior to a discussion, in-depth, of the researchers findings, mention must be made 

of the interesting job description found within the pages of an institutional annual report 

early in the year just prior to President Jones’ appointment.  The chairman of the Board 

of Directors notes that he supports the previous president’s (an individual belonging to 

the monastic order to which ABC College is affiliated) decision to return to teaching and 

pastoral duties.  The chairman then continues to state that he, along with several others 

who have an interest in ABC College will “evaluate the current needs of ABC College 

relative to the Presidency and to identify key qualifications for potential candidates.  

Their recommendations focused on the importance of increasing endowment, increasing 

enrollment and of developing a bold vision for the college.”  Thus, the search committee 

had very specific qualifications in mind when they began a national search for the 

president.  Interestingly enough, President Jones was appointed subsequent to this 

national search.  Thus, the researcher is able to conclude that his experience and 

corporate background matched the desired qualifications and needs expressed by the 

board. 

 Three years after President Jones’ appointment a quarterly publication released 

by the institution includes an article with a subtitle of “Goal will be largest, most 

ambitious and challenging in the history of college.”  In this particular article, President 

Jones states “I knew from the first day I stepped into the President’s Office three years 

ago that we would need to do a major capitol fund-raising campaign in order to provide 
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the resources that would be required to prepare ABC College for success in the century to 

come.” He continues with, “we have done a tremendous amount of careful and long-

range planning and strategizing to determine exactly where we want to be and how we 

are going to get there. Our institutional plans for increasing enrollment, increasing 

endowment and gaining a national academic reputation have all been carefully reviewed 

and approved by the Board of Directors who together with the faculty and administration, 

are committed to achieving them.” 

 A direct reference to President Jones’ attempt to alter the culture via perception is 

made within the same publication. “Perhaps most importantly, President Jones has, 

through his leadership in all of these initiatives, enhanced a growing perception that ABC 

College is building upon its strengths and traditions and positioning itself to meet the 

needs of this and future generations of ABC College students.  Clearly, the College is 

moving forward!” 

 Perhaps one of the most obvious strategic changes initiated by President Jones is 

the reorganization of academic departments into schools and what he hopes this will 

accomplish for ABC College. “This restructuring effort has prompted thoughtful 

consideration about how the College organizes its academic operation as well as what 

contributions the College makes that set in apart in a competitive educational 

marketplace.” Moreover, another institutional employee states in a quarterly publication 

that “The oft-stated strategic objective of achieving national prominence in academic 

excellence, enthusiastically supported by President Jones over the past few years has 

given life to the organizing effort that involves the administration, faculty members, 

professional consultants, fund-raisers, alumni and even board members in the careful 
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work of putting together the new school…President Jones is challenging those involved 

to create schools and special programs that will ‘uniquely position us in terms of 

academic excellence’.”  Further, in the same article in answer to the question of “why 

schools?” the author states that “The move is also expected to increase visibility and the 

reputation of the programs at the College.  From a practical nuts-and-bolts standpoint, 

this reorganization is expected to broaden fund-raising opportunities and strengthen the 

marketing of the College while attracting more strong students.  And, the process has 

become a time to think about a physical lay-out of offices and how departments can be 

relocated, again in effort to encourage interaction.”   

 It seems as though with each new initiative and strategy ABC College 

incorporates more of a secular or lay involvement.  Aside from the physical establishment 

of the four new schools, President Jones has created advisory councils comprised of 

“members who have a record of accomplishment in the field” and who will “have the 

capacity to assist the school in fund-raising and other resource development.”  Specific 

mention is made that the members of these advisory councils are not necessarily alumnus 

of the institution.  Further discussion of these advisory councils is addressed in the 

research question section of this chapter.  

 New full-time deans positions were also created to head up the four new schools. 

The responsibilities of these new positions, however, deviates from the strictly academic. 

“Having a dean will allow the schools to respond to increased demands for program 

development and assessment.  Among the key tasks will be the recruitment, evaluation 

and development of faculty. The dean will also assist with student recruitment efforts and 

be attentive to the need to raise money and seek grants.”  
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 In yet another quarterly, other changes being initiated at ABC College are made 

apparent.  One of which is an overhaul and redesign of the institution’s logo and 

marketing strategy. “ABC College is undergoing significant change as part of a long-

range plan to prepare for the future.  Goals to increase enrollment, improve building 

facilities and enhance academic and student life on campus have made it more important 

than ever that ABC College projects a unified image internally and externally to its many 

audiences.”  According to the author who made a direct reference to internal and external 

perceptions of the institution, new logos and marketing campaigns will “achieve a 

distinctive and consistent look for all ABC College communications.”  This plan whether 

conceived of or initiated by President Jones, is certainly endorsed by him.  “Mr. Jones, 

President of ABC College commented, ‘As part of our integrated marketing program, 

these graphics need to consistently communicate and support all of the subsequent 

impressions that people get from visiting campus, meeting our students, faculty, 

administrators and staff, and experiencing our academic and extracurricular programs’.” 

The director of publications, a lay person, restates the belief and seeming concern that “In 

this way [creation of new logo and integrated marketing campaign] we will communicate 

the cohesiveness of our schools, centers, departments and of all those associated with the 

College.”  With regard to the institutional logo itself, some of the most provocative 

corporate language is used.  For example, “The new ABC College logo, logotype and 

positioning statement were created, after extensive market research, to capture the 

personality of the College and to establish a distinctive, contemporary and consistent 

image.”  Moreover, the shape of the new logo “symbolizes expansion and growth” the 

slashes and changing colors in the new logo “represent the four new schools that are in 
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the process of being created” and finally, the new marketing positioning statement is 

indicative of imminent change: “Nothing else gets you ready for this life.”  Even the 

typeface or font chosen for use in the new logos and institutional publications is discusses 

as being chosen for their “stable and progressive style.” 

 New schools, new facilities, new logos, and even new personnel comprise the 

radical changes that President Jones had in store for ABC College.  What used to be a 

dean’s position held by a monastic individual has been changed to a Vice President of 

Institutional Advancement held by a gentleman non-affiliated with the religious order of 

the college. President Jones announced the hiring of this person and stated that “his solid 

experience and extensive knowledge of fund raising at the regional and national levels 

will add a new dimension to our administrative team. ‘I look forward to working closely 

with him to obtain major public and private funding that will enable ABC College to 

become a national leader in higher education’.”    

The language used in describing each of the strategies and initiatives is highly 

indicative of gaining a competitive edge, increasing market share, projecting images and 

solidarity- terms that one would be more accustomed to seeing in a corporate strategic or 

action plan.  More of the author’s notations and conclusions are discussed further in both 

this chapter in conjunction with the peer reviewer’s perceptions and in chapter five. 

Peer Reviewer Results of Institutional Document Analysis 
 
 A fellow doctoral candidate, described previously, was given a copy of this 

dissertation abstract to familiarize himself with the aims of this particular study; the 

institutional mission statement; a letter, or “Greeting from the Chancellor;” and the 

inaugural address of the president in question.  Each of these documents was taken from 
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the college’s website.  In addition, the peer reviewer was given publications (one of each 

type) that were reviewed by the researcher: the college quarterly, the president’s report, 

and a campaign report.   The peer reviewer followed essentially the same steps as the 

researcher.  He was given the list of terms and categories- those that were derived from 

the Chronicle of Higher Education articles by the graduate qualitative methods class and 

then solidified by the organizational culture experts- and was asked to keep these themes 

in mind while reviewing the institutional documents.  He first conducted a general “read 

through” of the documents and upon his second reading highlighted terms that paralleled 

the pre established themes and made notes in the margins of the documents.  A 

subsequent email discussion between the reviewer and the researcher enabled conclusions 

and impressions to be confirmed.  A summary of the reviewer’s comments follows. 

• Mission Statement-the reviewer noted no provocative or explicit corporate 

references in the institution’s mission statement. 

• “A Greeting” from the Chancellor-the reviewer highlighted the chancellor’s 

reference to the “inauguration of the first layman” as president of the institution 

and noted that it “begs the question: what is going on that requires reaching out 

for a layman?”  Also highlighted in the address were comments that the 

chancellor made regarding the new president’s background.  For example, 

“President Jones is an experienced leader with vision and character…former 

chairman…extraordinary administrative and leadership skills…years of 

experience as a board member…his entrepreneurial spirit…[and] his ability to 

influence others to lend their support.”  The reviewer noted that the tone of these 

remarks was of a visionary perspective and the mood was that of getting someone 
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to “steer a ship through rough waters.”  Moreover, the reviewer felt that the 

elaboration of the president’s background was “validation” and proof that his 

corporate upbringing and “trench warfare survival” are, as the chancellor states 

“traits needed to take ABC College soaring into the next century.” The reviewer 

also noted a quote made by the chancellor in reference to the institutional 

founder’s philosophy of “sparing no expense” in teaching students.  The reviewer 

felt that this reference indicates that the institution is “hunting for money; that the 

goal is hunting and that because of the economic downturn, President Jones is the 

answer.”  

• Inaugural Address- The inaugural address is a transcribed address that was made 

immediately following the greeting from the chancellor.  The reviewer noted that 

the new president quickly stated that because he was here “a new course has been 

set.”  The reviewer felt that this was a significant, explicit “shifting approach in 

mission.”  The reviewer repeated his conviction that the “trench warfare 

mentality” from the corporate world was apparent when the president, in his 

address, noted that he had experience with several companies that had either been 

sold or merged with another.  The president refers to his experience and prior 

service on the college board of directors as giving him a knowledge of their [the 

directors] dedication “to the future development” of the college.  The reviewer 

notes that this comment “sounds like they are introducing a new presidential line 

that has probably been cloaked in research and development for years.”  

Furthermore, the president stated that “while I promise you that the best of what 

we are about will not change, I also promise you that the way we achieve that 
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mission must change.”  The reviewer felt that this was a rather bold statement 

indicating that the school must “do things differently” and that the president 

would “take the school in a new direction to achieve and produce.” In several 

instances, the reviewer highlighted individual words or language that he felt was 

representative of a corporate culture and not an academic college president. 

“Bold-action,” “clear direction,” “challenges must be met,” “carefully planned 

and thoughtfully implemented,” “the need to grow,” “external competition,” 

“unique solutions,” “new concepts,” and “take ownership” are all such phrases.  

Notes the reviewer made in response to the comments included “search for a new 

market share,” “signifies that failure is not an option,” “palatable risk-taking,” 

“it’s not what we do, but how we do it…signifies that a good product exists but it 

has been poorly promoted.” 

• Quarterly- This publication was written and disseminated in 2003; three years 

subsequent to the hiring of President Jones. The reviewer noted the physical 

format and layout of the quarterly as glossy and “saleslike.”  The following quote 

“more students are not only going to college, they are coming with higher 

expectations.   This all adds up to stiff competition for colleges like ABC” 

included on the inside cover of the quarterly is noted by the reviewer as being 

“customer oriented” and “connotative of salesmanship.”  One of the feature 

stories included in the quarterly and authored by an institutional staff member, 

entitled “The New Marketing of Higher Education” was of particular interest to 

the reviewer.  The title, according to the reviewer, “says it all.”  The reviewer 

again noted the inclusion of corporate language and packaging apparent in the 
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story.  He highlighted “stiff competition,” “require a prettier package,” “putting 

their best face forward,” “leveraging,” “craft,” “early action,” “demand,” 

“primary market,” “adoption of business techniques,” and “to stand out in the 

crowd today, a college needs to stand for something specific that students view as 

important” as phrases that were representative of the influence of corporate 

culture in the institution.   These phrases or others synonymous with them were 

noted throughout the publication by the reviewer and commented upon repeatedly 

as being “saleslike,” “strategizing,” “profiling,” “indicators of customer 

participation,” and “terminology suggests categorization of new materials.” 

• President’s Report-The reviewer noted that, holistically, the “overall flavor of this 

pamphlet seems like a corporate report to stockholders.”  In this particular 

document the president reports on the state of the institution one year after his 

hiring and lays out his plan for the future. The reviewer notes that the plan is more 

“strategic” in nature than is typically conducted in higher education.  The 

reviewer also notes that the president makes a concerted effort in his report to 

“sell the plan to would-be stakeholders” and that the two terms “revenue stream” 

and “seek growth,” both of which are used repeatedly in the report, are “indicative 

of corporate operations.”  The reviewer commented on the hiring of multiple new 

personnel in the departments of recruiting and admissions as “they went out and 

got specialized experts who will help generate dollars.”  The reviewer also noted 

the president’s endorsement of state of the art items for the institution as an “it 

takes money to make money” mentality. Also contained within the president’s 

report are his plans to reorganize individual academic departments, to which the 
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reviewer comments upon the similarity to “corporate downsizing or 

restructuring.” The president also refers to his plans to create, or reorganize, if 

you will, several academic departments into three succinct schools.  The reviewer 

again points out that this restructuring is demonstrative of “corporate downsizing 

and reorganization that allows for branching out into new and different markets.” 

• Campaign Report- The reviewer felt that there was no significant presence of 

corporate language or idealism in the campaign report.  Rather, the importance of 

the report was that President Jones led the college through its only two capitol 

campaigns, each of which was successful. The reviewer did note, however, that 

the campaign’s final financial report, included in the publication follows that of 

“typical corporate balance sheet reporting.” As a note, this campaign report was 

published prior to President Jones’s appointment; in fact, his role in this campaign 

was that of chairman.  In every other document examined by the reviewer, the 

President Jones had already been in the role for varying amounts of time and 

according to the notes and comments of both the researcher and the reviewer, the 

language is decidedly more corporate.  In other words, a distinct difference in 

institutional language and content is obvious from before President Jones was 

appointed and after he began his tenure. 

In an email discussion that followed the reviewer’s examination of the institutional 

documents overall impressions of the apparent culture shift were related.  According to 

the reviewer, “it was quite evident that ABC College portrayed itself more like a business 

(bottom-line mentality) than a higher education institution.  Whether this was due to the 

new president’s influence, or because of the college’s apparent need to become more 
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competitive and make money, is subject to conjecture.  I think SVC probably made the 

‘shift’ because of both issues.” 

 Upon receipt of the reviewer’s comments, the researcher reexamined the themes 

established by the graduate research class and the organizational culture experts and 

found that the reviewer had indeed located- via buzzwords, phrases, and events discussed 

in the documentation- that elements of corporate culture were evident.  For example, the 

pre-established themes included the category “what businesses do” in regard to 

competition for dominance and capturing new markets.  In the institutional documents, 

much was made over the effort to recruit and increase the female student population into 

the former male-only college.  Moreover, the institutional content discussed ways in 

which it needed to adapt and evolve in order to remain competitive. 

Research Question #1 

To what extent has “corporate culture” been adopted in the identified 

organization? 

 It is difficult to state, quantifiably, to what extent corporate culture has infiltrated 

the institution.  It is, however, easy to see via analysis of institutional documents that 

almost no aspect of the college has gone unchanged during President Jones’s tenure. As 

is discussed in the following two subsections, everything from personnel, student life, 

and academics to fundraising and marketing has been significantly altered.  

 Perhaps the best way to discuss the extent to which corporate culture has been 

adopted at ABC is to draw a comparison of ABC before President Jones’ appointment to 

the institution to after his sweeping changes.  
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Research Question #2 

What types of “corporate” activities have been attempted at the institution?   

After President Jones had led the college for a year, he unveiled his plan for the 

future of the institution.  “The plan-which will be implemented over the next five years-

focuses on increasing enrollment from 1200 to 1500, improving student life on campus, 

and moving ABC to a national level by developing four schools of academic focus while 

maintaining our excellent core curriculum.”   In order to grow the enrollment, President 

Jones built a new residence hall and committed funding to improving student life 

facilities with a sort of “build it and they will come” type mentality.  The new residence 

hall would be outfitted with “internet and e-mail access, telephone and voicemail service, 

air conditioning, satellite cable and closed circuit television connection.”  In addition, the 

president expanded efforts toward student recruiting with the ultimate goal of increasing 

enrollment; specific activities that included hiring creating a position for and hiring a 

Director of Admissions.  Ironically, or perhaps very purposefully this person was also a 

layperson who was noted to have had “extensive experience in higher education 

recruitment;” where previously, the position was held by a member of the monastic order 

that ABC College is affiliated with.  Another overt attempt at expansion and change 

included the establishment of an alumni program that would be involved in the recruiting 

and admissions process.  The president names alumni explicitly as “important resources” 

that could support this enrollment initiative.  

Naming opportunities, a strategy new to ABC College, is an attempt by President 

Jones to increase the endowment and heighten publicity.  Typical in the United States 

today are professional athletic stadiums, conference centers, and events that have 
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corporate sponsors for which they are named.  President Jones, attempts this same 

strategy to entice private donations to ABC College. “Many other naming opportunities 

in a wide range of giving levels are available including the naming of the new schools, 

deanships, professorships, junior professorships, buildings, rooms, special facilities, 

offices and programs.”  Then later, “Almost two dozen naming opportunities are 

available at various levels of commitment for those who wish to honor or memorialize a 

person, organization or event.”  With respect to funding, aside from naming 

opportunities, President Jones has established something of a “VIP” club at ABC College 

whose tiered membership is in direct proportion to their level of donation and entitles 

them to certain perks. “Membership in this society means invitations to special events at 

the College including the Elegant Evening with the President, Threshold lectures 

featuring newsmakers and speakers of note, and opening night receptions at the ABC 

College Gallery.  For gifts of $5,000 and more there will be special invitations to the 

President’s VIP day, in addition to the other benefits.  For gifts of $10,000 and more, 

there will be invitations to the Chancellor and President’s Christmas Party in addition to 

those benefits already mentioned.”  

Research Question #3 

What aspects of corporate culture are apparent and/or have been successfully 

implemented? 

 Prior to the hiring of President Jones, the researcher can find no evidence of 

published president’s reports. The institution published an annual report comprised of 

brief messages or letters from the chancellor, the board, the president and the seminary 

rector. President Jones, however, has published reports, specifically president’s reports, 
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and made them public in a very “state of the union” manner. Moreover, the titles of these 

reports are suggestive of change and inclusive of corporate language.  For example, “a 

lifetime investment,” and “planning for change…building for the future,” entitle two such 

president’s reports.  One president’s report in particular, as previously alluded to, laid out 

a strategic plan in which President Jones announced his intentions to increase enrollment, 

build a new residence hall, obtain national recognition via the creation of new academic 

schools, achieve 100 percent placement for graduates, improve student life facilities, 

relocate the institutional entrance road in anticipation of major future expansion, 

construct a new business building, and introduced the addition of a chief financial officer 

and treasurer to his administration.  President Jones, in his unveiling of his strategic plan 

also made mention that he had prior approval and encouragement from the board of 

directors to enact/implement these activities. 

 In an aesthetic aspect, the institutional publications have a decidedly glossy, more 

marketed appearance subsequent to President Jones’s arrival where prior to his 

appointment the publications appeared more simplistic and homegrown. This was first 

mentioned in a previous subsection of this chapter where the author discussed the 

unveiling of the new logo. Interestingly enough, however, the researcher noted a letter to 

the editor included in an edition of the “new” quarterly in which the author was not 

necessarily pleased by the changes.  “It may have the look and feel of a modern, up-to-

date college publication but it lacks the essence of what ABC College magazine had that 

is heart and soul.  The former magazine was a great way to inform fellow grads of each 

other’s joys, sorrows and struggles plus what was happening to our school. Let’s not 

forget what made ABC College so special in the first place.”  Further examination of the 
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documents revealed that what had in fact occurred was that “news” of alumni marriages, 

births, deaths, etc. had been taken out of the quarterly publication to make space for the 

addition of new features.  The editor defends this move by stating that “We modeled it 

after some of the leading college and university publications in the country and are 

confident that it will be effective in communicating the vision of ABC College to our 

many faithful alumni and friends.” Perhaps more subtle within the pages of the 

institutional publications is the heavy presence of the president, and to some extent, the 

chancellor and chairman of the board, but to a much lesser extent, the voices of the 

students, faculty, staff, and alumni of ABC College. Could this perhaps indicate a heavy 

“top-down” directive in terms of adopting the changes? 

 With respect to the naming opportunities, a fund raising strategy that President 

Jones initiated, the researcher finds only limited success.  Of the four schools up for 

auction, so to speak, only one was named on behalf of a private donor. According to an 

interviewee, this donation was substantially less that had originally been desired for the 

school.  The researcher also found evidence that naming, or endowing professorships met 

with relative success. A specific determination, however concerning the success of 

President Jones’ VIP Club cannot be made.  The published donor lists do include a 

number of people who would qualify for membership in this club, but the researcher had 

no access to information that would demonstrate the desired membership or goal level for 

this club or even whether this membership had increased substantially beyond the five 

years of President Jones’ tenure. 

 A quarterly published five years after the unveiling of the initial plan discusses 

the success that President Jones has had in meeting most of his strategic initiatives.  
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President Jones was able to increase enrollment by approximately 300 FTE.  This 

increase, he says, “has definitely added to our financial stability and cash flow.” “Overall, 

great strides have been made in advancing the College and we are now in a financially 

sound position that will allow us to move forward.”  A marketing strategy that included a 

complete redesign of the institutional website and use of alumni in recruiting top students 

was implemented. Because a large percentage of students receive information about 

college from the web, a “key initiative for admissions and the College is to use the web as 

a vehicle for recruiting and to the good news about who we are.” The admissions 

personnel, brought on board by President Jones stated in a quarterly report that “reaching 

out and connecting people also means involving alumni in recruiting” and over the course 

of five years established nine new alumni chapters.  

With regard to the student life facilities, President Jones discusses the expanded 

fitness center, dining hall, and athletic fields. In addition, a new freshman residence hall 

was constructed while another was completely renovated.  According to the publication, 

“the students have expressed their overwhelming appreciation” and the use of these 

facilities has dramatically increased.  

The academic initiatives included the formation of four new schools: a business, 

economic, and government school (named for a financial contributor); a school of natural 

sciences, mathematics, and computing; a school of humanities and fine arts; and a school 

of communication, education, and social sciences. Each new school “has a dean and a 

council of advisors that include alumni, business leaders, academic experts, and friends 

of the college. Each also has specialized centers and academic signature programs that 

are areas of focus to enhance the overall quality of the educational experience.”  In 
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addition to the new academic schools, the college has acquired to centers through grant 

funding and private donations that “will provide real life experiences” and will “enhance 

our [institution] educational outreach.”  

With respect to fundraising, President Jones increased unrestricted giving by 33 

percent and all signs thus far indicate that largest campaign ever undertaken by the 

college will meet success sometime in 2006. “In summary, over the last five years, we 

have taken important steps forward in stabilizing the financial position of the College, 

improving student life on campus, enhancing the academic programs and increasing our 

fundraising efforts.  We have created a stable platform and can now move ahead to the 

next five-year plan.” Thus, it would appear that the ABC Board of Directors were correct 

in their decision to hire President Jones to fulfill their desire for someone who could 

successfully raise funds for the institution.  Moreover, this is but another of the strategic 

objectives laid out in President Jones initial plan that has met with success. 

Aside from concrete initiatives, such as those laid out in the strategic plan, a 

quarterly published five years subsequent to President Jones’s appointment discusses a 

formal ball, in its third year, to which “alumni and friends” of the college are invited.  

This ball, according to the quarterly, “revives the tradition” of historical scholarship fund 

raising as proceeds go to a recently endowed scholarship fund. This ball includes a cash 

bar and an auction. 

Research Question # 4 

Are there specific identifiable reasons why certain aspects of corporate culture 

have been accepted or rejected by the institution of higher education? 



90 

 It would appear, from the announcement of the second strategic plan, President 

Jones’s continued appointment, the capitol campaign, and the increased FTE that all 

“publicized” initiatives that were attempted were successful.  The researcher, however, 

would not have access to non-published initiatives.  Interviewees did not allude to any 

initiatives that were unsuccessful either.  Thus, it would appear based on the interviews 

and the institutional documents examined that every aspect of corporate culture attempted 

at ABC College was accepted. An answer to this particular research question is, at this 

point, speculative and will, therefore be discussed in Chapter 5.  

Themes  

An initial list of themes was derived by a graduate level qualitative research class 

and three field experts based upon two articles taken from The Chronicle of Higher 

Education that dealt with corporate culture in higher education. The list of themes and 

categories generated by the graduate qualitative research class and the field experts were 

indeed present in the analysis of the institutional documents.  The first set of themes are 

as follows.  

1. Terms that designate positions and roles 
a. Chief executive/operating/financial officers 
b. Lower and mid-level management 
c. Consumers and clients 
d. Labor 

2. Evaluation of what is done 
a. Measurement or it lacks value 
b. Measures of performance 
c. Productivity 
d. Net income 

3. What businesses do 
a. Compete for dominance 
b. Competition 
c. Capturing 
d. Eliminating 
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4. Business terms 
a. Labor-intensive ways 
b. Corporate standards 
c. Laws of supply and demand 
d. Entrepreneurial ventures 

Perhaps the most effective manner in which to demonstrate the 

occurrence/appearance of these themes within the institutional documents is tabular. (See 

table…) Titles or positions located on the table were only those that were directly stated a 

minimum of three times in the document. The document type most inclusive of titles and 

direct references to roles and responsibilities was overwhelmingly the president’s report.  

Though there were only two of these president’s reports available for examination, their 

inclusion of positions and roles was disproportionately higher than the quarterlies of 

which there were eight. Moreover, the president’s report included other terms, aside from 

those designated by the graduate class and field experts, of interest to the researcher.  

These terms were team, performers, constituent groups, constituencies, and benefactors.  
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Table 2. Terms and Positions 

CEO/CFO 
Lower & Mid-Level 
Mgmt. Consumers/Clients Labor  

President Vice Presidents Students Faculty 
CFO Deans Alumni Staff 
Chairman of the 
Board Campus Master Planner Stakeholders Professors
Board Members   Customers   

President's 
Reports 

Chancellor 
Chairman of the 
Board 
  

No other significant mention of titles was made in the annual report.  
The terms "donors" was used frequently in reference to funds 
raised.  

Annual 
Report 

President Vice Presidents 
Chairman of the 
Board Deans 
Seminary Rector Advisory Council 
    
    

This publication included more pieces 
authored by and showcasing faculty 
accomplishments.  See narrative for 
more in-depth discussion 

Quarterlies 

No significant mention of titles or positions occurred in this publication. Campaign 150

No mention of titles or positions was included in the institutional mission statement.  The 
word "students" was used twice; once in reference to student life and once in reference to a 
population.  The pronouns "men and women" were used in place of students. 

Institutional 
Mission 
Statement 

This document contained one reference to a religious title and order.  The bulk of the 
document contained accolades that ABC had earned in national magazines, a brief 
physical description of the campus, an abbreviated list of programs and joit programs; a 
summary of the student population; and the college's accrediting body. 

Overview 

 

 

The quarterlies had undergone a major transformation in appearance as well as 

content.  Many of the alumni news and events were taken from the print publication and 

included instead on the institutions website so that according to President Jones, they 

could “share more in-depth information with you about our vision and plans for the future 

of ABC College.”    The large majority of the articles included in the quarterly highlight 

faculty and administrative accomplishments and in rare instances, student achievements. 

Thus, direct titular references were not as frequent in this publication.  
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In regards to the second theme generated by the graduate class and field experts-

evaluation of what is done-each of the publications included language and frequency of 

terms that would suggest that evaluation is a top priority of ABC College.  The following 

list includes terminology, verbatim, indicative of measurement or outcomes included in 

the documents.  Again, the heaviest usage of these terms is located in the president’s 

reports, but is however highly visible in each of the document types. 

Accountability    
Job placements  
Grad school placements 
Measure the achievement of national prominence 
Task force     
Studies     
Evaluations 
Comprehensive Review     
Efficiently use our resources 
Return on investments      
Promoting benefits and outcomes 
Stimulate, plan, manage, and evaluate change  
Outcomes 
Evaluate targeted student sources, focusing on those that generate the best 

returns 
 

The final two categories generated by the graduate class and field experts are so 

close in conceptual content that the researcher felt that combining them into a single list 

was appropriate.  The inclusion of business terms and verbs was not only very obvious, 

but was repetitive and frequent to the point that these terms could be considered part of 

the administrative or institutional “jargon.” Terms included in this list were mentioned 

three to fives times within the institutional documents.  Those terms used only once, but 

still worthy of notation have been set apart with an asterisk.  

Eliminating the uncertainty     Focused recruiting effort 
Delivering      Analyze prospect pool 
Return on their investment    Market position 
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Tangible results     Market share 
Lifetime investment     Competitive 
Strategic goals     Funnel 
Value and excellence expected   Coverage 
Saves both time and money Referrals 
Preparation and exposure    *Big profile items  
Promised value     Strategic objective 
Package of technology    Strategic path 
*Dynamic strategy for development   Marketing effort 
Team effort      User-friendly 
*Initial search mailings    Producing 
*Just like a salesperson qualifying leads  Improve competitiveness 
*Standards manual     Brand awareness 
Brand image      Brand Personality 
Positioning statement     Customer service issue  
*Money managers     Solicit commitments 
Forecasting      Performance 
Cost control measures     
*Differentiating ABC from our primary competitors 
*Response to program is evidence of the void it fills in the market 

 

 The second set of themes and categories generated by the graduate class and field 

experts are more appropriately discussed in Chapter 5 as they are more perceptual in 

nature.  

Summary 

This chapter discussed in depth the researcher’s findings within the institutional 

documents with respect to the presence of corporate culture.  It is highly apparent to the 

researcher that a significant culture changes has been attempted and to a certain extent 

either forced or adopted at ABC College.  Upon reviewing the peer reviewer’s findings, a 

consensus was reached that a decided “shift in culture” had occurred.  Each of the 

research questions was addressed in this chapter and certain conclusions have been 

drawn.  Further discussion of these conclusions, inferences, and implications is covered 

in chapter five. 



Figure 4.1: Similarities among reviewer and researcher comments matrix 

Institutional Document-Inaugural 
Address Reviewer Comment Researcher Comment 
      …new course has been set… shifting approach in mission potential shift in the way things are done to reflect new goals 
references to corporate background of 
new president brings "trench warfare mentality" from corporate world 

uses reference to justify that he is the right choice to lead the 
institution 

…dedicated to future development of 
college 

introducing a new product line that has been cloaked in 
research and development 

sounds like college wouldn't have same future development 
potential without this president and his ability/experience 

…what we are about wil not 
change…the way we achieve that 
mission must change 

must do things differently-take school in new direction to 
achieve and produce 

sounds like the president had decided, even before formal 
acceptance of the position, that college was not performing up to 
potential and that it was his personal mission to see that the 
college remained competitive and grew to meet the needs of 
today 

…challenges must be met… signifies that failure is not an option "strategizing" win-lose philosophy 

…external competition… indicative on attempt to secure a market share 
indicative of desire to better position school to benefit from more 
resources 

…unique solutions…new 
concepts…success in 
implementation…take ownership in… palatable risk-taking 

what is here now isn't working, so take a calculated risk to 
improve 

   
Institutional Document-"A 
Greeting" from the Chancellor Reviewer Comment Researcher Comment 
…inauguration of first layman as 
president… 

what is going on that requires reaching out for a 
layman? 

what qualities are they searching for in a leader that a layperson 
would have but that a priest would not? 

…an experienced leader with vision 
and character…member and former 
chairman…ability to influence others 
to lend support… 

signifies corporate pedigree/validates corporate 
upbringing and trench warfare survival 

uses corporate experience to validate that he will lead the 
institution in the right direction 

…traits needed to take ABC College 
soaring into the next century… 

visionary perspective to steer a ship through rough 
waters 

corporate experience necessary to make SVC a viable, 
competitive entity 

…I will not spare expense to teach 
students… 

SVC is hunting for money and the goal is hunting-
because of the economic downturn President Jones is 
the answer 

similar to a cost/benefit or investment analysis that a corporation 
would use on product quality and return potential 

95 
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CHAPTER 5 
 

CONCLUSIONS AND IMPLICATIONS FOR FUTURE RESEARCH 
 
 
 
 

Introduction 
 

Chapter five discusses findings, inferences, and researcher conclusions with 

regard to the research questions and themes emergent in the content analysis.  Moreover, 

included in this chapter is updated information gleaned from institutional documents 

published subsequent to the analysis of documents used for this study. Finally, a section 

on implications for future research is included. 

Findings: A Deliberate Shift in Culture brought about by Leadership 
 

The organizational culture (at least from an external standpoint) of ABC College 

seems to have shifted significantly. At the very least, the sizable growth in the student 

body and the departure from employing only clerics in upper-level administrative 

positions would suggest a culture shift; an apparently “deliberate” shift as President Jones 

was appointed for his prior corporate experience and since an increase was a publicized 

strategic initiative.  

President Jones sought to intentionally change and influence perception as is 

apparent in the transcript of his inaugural address. For example, from an external 

standpoint, President Jones talked about his desire to achieve national recognition as a 

liberal arts institution; to change the physical appearance of the institution, and to attract 

new students. Edgar Schein (1992), describes organizational culture as “a pattern of basic 

assumptions that a given group has invented, discovered, or developed in learning to cope 
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with its problems of external adaptation and internal integration, and that has worked well 

enough to be considered valid, and, therefore, to be taught to new members as the correct 

way to perceive, think, and feel in relation to those problems” (p. 12). The chancellor, in 

his welcome address, specifically alluded to President Jones’ experience and success in 

corporate America during times of a troubled, turbulent economy and his ability to 

successfully navigate mergers and uncertainty. Bornstein (2003) as discussed in Chapter 

2 asserts that new presidents are, in fact, “welcomed with the expectations for change” 

(p.36).  The next logical assumption, then, is that presidents can and do have the power to 

affect change. Such change(s) is easily discernable in the language and content of 

virtually every institutional document and transcript examined. 

The definition of culture as reported by Birnbaum is “a powerful way of looking 

at how people in institutions create social reality through their interactions and 

interpretations” (p. 72).  President Jones’ created a situation that altered the social reality 

at ABC College by hiring individuals with secular backgrounds to fill administrative 

positions.  Certainly the dynamic among personnel at the institution was changed based 

simply upon the new mix of individuals (cleric and lay) and the creation of new 

administrative positions.  Moreover, President Jones reorganized the institutional 

academic departments into four new schools that are microcosms of small corporations in 

that they are overseen by a mix of advisors from both the academic and the corporate 

worlds.  This overt invitation to business professionals to advise and participate 

somewhat in the decision-making processes could result in nothing less than an impact or 

shift in the organization’s culture. 



98 

In addition to the conceptual reorganization of academic departments into 

schools, President Jones has initiated a coinciding physical reorganization that he hopes 

will “encourage interaction.” This is an obvious strategy designed to alter the institutions 

culture both from an external perspective as well as from an internal view.  The literature, 

in Chapter two, indicates that physical changes made to influence perception can 

sometimes be made in response to some external threat or perceived threat. For example, 

Tierney (1990) states that geospatial approaches to studying organizational culture focus 

on the tangible and visible physical elements that have shared meaning, such as campus 

architecture, statues, sculptures, and physical location.  Moreover, the new buildings and 

new entrance to the institution are an overt attempt to influence external perception of 

ABC College.  

As was mentioned in Chapter 2, in Besse’s (in Perkins, 1973) comparison of 

higher education institutions and corporations he states that the increasing financial 

troubles of higher learning have prompted many people to suggest that universities would 

all be better off if they were managed as businesses are.  “Inherent in the suggestion is the 

assumption that universities can be managed as business corporations” (p. 107).  It would 

appear from the changes (offering the naming rights of academic schools to donors, 

creating boards of advisors for individual schools; initiating capitol campaigns) that were 

made at ABC College that at least some attempt to run the institution as a corporation 

was being made. Perhaps more explicitly stated, Bowen (2001) says that boards of 

trustees that are largely composed of people from the corporate world ten to make reform 

their number one priority.  “Some trustees take office with the missionary impulse to 

remake academe in the image of the corporation; others are intent on changing academic 
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values to reflect the politics of the elected officials who appointed them to the board” 

(p.1).  Other parallels explicitly noticed at ABC College were similar to those that Allen 

(2000) noted. He (Allen) found that one of the common elements shared by businesses 

and educational institutions was a “core ideology-core values and sense of purpose” (p.2).  

This certainly seems apparent as President Jones, in his inaugural address states that the 

way the institution operates is going to change and then releases a very direct and 

detailed strategic plan in his first quarterly publication. 

President Jones has led ABC College for four years.  According to an institutional 

contact who was interviewed via telephone, the relationship that President Jones shares 

with the board was strong when he was hired and has since only become stronger.  The 

Board feels that the decision to hire President Jones was the right one for the institution. 

 Subsequent to the analysis of documents used for this study, the researcher has 

learned that President Jones has been promoted. According to ABC College’s website, 

Jones is now serving as both president and vice chancellor.  This is the first time in the 

institution’s history that such a position has existed. Still adherent to the language of the 

corporate culture, President/Vice Chancellor Jones states, “ABC is alive with activity and 

change as we expand the campus and students’ services to serve a growing enrollment.  

We are committed to continuing a strong tradition of quality educational programs as we 

adapt to changing needs.” Moreover, in a revised biography posted on the institutional 

website of President/Vice Chancellor Jones, his institutional accolades at ABC College 

are still touted.  “Under President Jones’ leadership, ABC College has made major 

progress in every aspect of its operation.  President Jones has had a profoundly positive 

impact on the operation of the college with improvements in academics, student life, 
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financial management, and institutional advancement. More than $40 million in campus 

improvements has been implemented…a $75 million comprehensive capitol campaign is 

nearing completion…and student enrollment has grown by more that 40%.” 

 The make-up of the “cabinet” assists in reiterating the profound impact that 

President Jones has had upon ABC College.  Prior to President Jones’ appointment, the 

only administrative post help by a lay person was the academic vice president.  The 

cabinet was comprised of academic affairs, student affairs, admissions and financial aid. 

Now, “cabinet” positions include development, finance and technology, and enrollment 

management.  Of the now larger cabinet members, only one person is a member of a 

monastic order. 

Thematic Discussion 

 The second set of themes and/or categories generated by the graduate class and 

field experts is more perceptual or interpretive in nature. 

1) An organizational culture that   
a) Is efficient, responsive, and responsible 
b) Applies what management science has learned about leadership 
c) Uses task-focused or interdisciplinary teams 
d) Has a core ideology-core values-a sense of purpose 

2) Use of terms or attempts to be 
a) Visionary 
b) Entrepreneurial 

3) Faculty as knowledge workers 
a) Able to use their knowledge in the classroom 
b) Able to use their knowledge in research 
c) Able to use their knowledge in providing services 

4) References to business literature 
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Discussion of Research Questions 

Research Question #1: To what extent has “corporate culture” been adopted in 

the identified organization? 

The following two quotes, made by President Jones indicate that the intended 

shift in culture was to affect the entire institution from external perception to internal 

processes and programs. 

“We are creating what I call intentional student life.  It’s not just what happens, 

but what you intentionally help shape.” 

“If change continues to find expression in new architecture on campus, it also has 

found expression in new programming.”  

Though the culture shift seems pervasive, perhaps the deliberate change occurred 

in a top-down manner that not every member of the institution agreed with. In fact, 

follow-up interviews revealed a certain degree of dissatisfaction or even an indication 

that the initial changes desired along with President Jones’ appointment had not occurred.  

For example, among the senior administration, there is the realization that all of the effort 

may not change things drastically.   

 “Before we started, ABC was in good financial shape.  It was looking 
 for a way to ensure a stable future.  When we are done it may be that 
 ABC has a lot more going on.  The campus will look a lot better, 
 there will be much more for students to do.  A significant number of 
 competitive athletic programs will have been added.  And ABC may be 
 in good financial shape, still looking for a way to ensure a stable future.”  

 
     A senior faculty member termed it differently. 
 
 “We looked upon this as a way to do what we were already doing, 
    but with additional resources to do so.  In fact I was optimistic that 
   we would be able to have the resources to do some things better. 
   Now we are doing a lot more.  Resources remain the same as before, 
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 or they have been reduced.  I think we may be headed in the wrong 
 direction.  This is certainly not the place it was three years ago and I, 
 for one, don’t like the changes” 
 

Perhaps the most effective way to demonstrate the extent to which corporate 

culture has been adopted at ABC is to draw a comparison to the culture of the institution 

prior to President Jones’ appointment.   ABC, historically, maintained the characteristics 

of an institution whose culture could be classified as collegial.  According to both 

Birnbaum (1988) and Bergquist (1992) the collegial institution is one that is small, places 

a great degree of importance on consensus and interpretation of mission, and one that 

encourages common goals and “agreement about institutional character” from its 

members (Birnbaum, 1988, p. 90).  Specifically, at ABC a very apparent emphasis on 

consensus and shared power was in existence.  For example, prior to President Jones’ 

arrival, a college-wide process to examine and revise the core curriculum was 

undertaken.   This three phase, seven year process involved all disciplines and allowed all 

faculty members to have a voice in the resolution. Birnbaum’s (1988) collegial culture 

also maintains that all knowledge is of equal worth.  Before “the shift” that occurred 

during President Jones’ tenure, ABC emphasized baccalaureate programs in arts and 

sciences that had a heavy inclusion of general education courses; in fact, sixty of the 124 

degree hours were in general education courses.  

ABC was formerly a college whose administration consisted of a single chief 

academic officer, an associate academic administrator, and approximately twenty chairs 

of departments who were actually considered faculty, not administration. Moreover, even 

the upper-level administrators held faculty rank and taught at least one course per year.  
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Birnbaum (1988) notes that a major component of collegial culture is membership in a 

community of scholars (p. 87); this would seem to be the modus operandi prior to 

President Jones’ appointment.  

A shift or departure from the collegial culture is obvious within the time period of 

President Jones’ appointment as was examined for this study. The expansion of the 

institution’s administration demonstrates a deepening of the hierarchy into multiple 

levels.  This administrative change is described explicitly in Birnbaum’s (1988) 

bureaucratic culture. Moreover, Birnbaum’s bureaucratic culture is one in which 

communication is described as bounded according to academic discipline.  Much of the 

campus communication now occurs via emails, memos, and glossy newsletters.  

President Jones’ overhauled the entire academic structure of ABC and organized 

four new schools that not only included graduate level programs but that were centered 

around professional disciplines as opposed to the traditional degrees of arts and sciences.  

In addition, each of these new schools has an administrative dean and an “advisory” 

committee comprised of individuals from the professional world.  Moreover, President 

Jones’ very appointment by the board rather than a traditional search for a president 

indicates less of a faculty “voice” and more of an administrative vision for change.  

Another overt departure from the collegial culture is in the frantic push to increase 

enrollment.  Both Birnbaum (1988) and Bergquist (1992) stress that collegiality is 

difficult, if not impossible to maintain if an institution grows too large.  The student body, 

before President Jones’ arrival consisted of many traditional-age students whose 

institutional legacy could be traced back three generations to the founding of the 

institution. The increase in enrollment at ABC has dramatically diversified the student 



104 

population.  The entire “image” of the institution was altered in effort to reach a larger 

market and in the words of President Jones “keep us competitive in an age of 

globalization.”  

The clear departure from the collegial culture, while embraced by some-namely 

the board of directors and the upper-level administrators- is not entirely welcomed by all 

faculty, alumni, and even some students. Their “voices” however are much less 

prominent subsequent to the culture shift.   More of the very obvious changes, indicative 

of a corporate influence are discussed in the following research questions. 

Research Question #2: What types of “corporate” activities have been attempted 

at the institution?   

It is the opinion of the researcher, based upon institutional documents, new 

personnel, two strategic plans, and major physical renovations, that President Jones 

attempted numerous changes that had something of a “corporate” slant at ABC College.  

For example, “New personality, new image, new brand mark, new identification 

system, new department brochures, new website, new integrated marketing 

communications program and an aggressive marketing effort.”  The president, on the 

advice from a marketing consultant, altered the appearance of everything publicly (in 

print) associated with the institution.  A traditional, seemingly historical institutional 

logo, was changed to reflect a flashier, more glossy portrayal of ABC College. “Beautiful 

pictures and a contemporary design combine to create a handsome booklet that I hope 

you will like. So, curl up and relax with us for awhile.  And when you are finished, 

consider passing Quarterly on to a friend or relative-perhaps a prospective student-so we 

can continue to extend the reach of the ABC message.” 
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New personnel- lay personnel, in fact- were hired into upper and mid-level 

management positions that had traditionally been filled by those in the religious order. 

The follow-up interviews did not indicate any dissatisfaction with these hirings; on the 

other hand, however, those publications that lauded the hirings were either authored by 

the president or the new administrators themselves. “I am very happy about the 

organization that is developing around the strategy. Our intent was to put the right people 

in the right positions to move us forward in the right direction-and we’re seeing positive 

results from those actions.” 

Finally, with regard to the major physical renovations occurring at ABC College, 

the researcher could find no evidence of dissatisfaction or disagreement among 

institutional members.  In fact, the president states that the high cost associated with the 

renovations is necessary. “Progress doesn’t come cheap, particularly when it comes to 

building up the primary business of an academic institution like ABC College.” 

Research Question #3: What aspects of corporate culture are apparent and/or 

have been successfully implemented? 

Though almost every strategic initiative begun by President Jones has met with 

seeming success, ironically, there are some who either were not aware of the changes or 

who never even noticed them. One particular student states that “the faculty is the best 

feature of ABC.  I feel that by going to a small high-caliber school like ABC, I have had 

the opportunity to participate in activities and events that may have been out of reach at a 

larger school.” 

      There are cases and references that indicate that presidential action may not be of 

benefit to an organization (Amey & Twombley, 1993; Cooper & Kempner, 1993).  It 
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appears that President Jones has initiated changes related to the charge of increasing 

enrollment and increasing the size of the endowment.  Questions that arise are, most 

certainly, centered on what has been changed.  Efforts to increase enrollment focused on 

using data to inform decision-making and the analysis indicated that the campus 

environment was the greatest detriment to increasing enrollment.  Moreover, enrollment 

had increased and the FTE initiative was achieved.  In this instance, we summarize that 

the business practices of decision-making and planned expansion have contributed to 

successful change. 

          It is also obvious, however, that a growing number of faculty are not “thrilled” with 

the changes.  For a significant number, the financial insight brought by President Jones 

related to scheduling, class size, and the use of adjuncts was not appreciated.  These 

individuals felt that this change was having a negative impact on the educational process.  

The necessity of such practices was, in part, a result of the difficulty encountered in 

increasing the endowment by naming the schools.  If the naming strategy had been 

successful, it was estimated that each school would have approximately $1.25 million a 

year to fund additional faculty salaries.  It should be noted, however, that beyond the 

obvious “market the institution” strategy, we could not find any practices applied to fund 

raising that were brought from the corporate culture.  Thus, the researcher concludes that 

financial insight was a successful change, but was not one necessarily well received by 

ABC. 

     A small segment of ABC indicated surprise that anything had changed at all.  

These individuals felt that the place would remain the same, but that President Jones 

would simply improve the financial standing by increased fund raising. 
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Research Question #4: Are there specific identifiable reasons why certain aspects 

of corporate culture have been accepted or rejected by the institution of higher 

education? 

“Each part of our strategy has required us to make top to bottom evaluations of 

our current programs and facilities and to develop a set of plans and objectives that need 

accomplished.” 

As a result, not all faculty members are able to teach a 9, 10, and 11 MWF schedule, class 

sizes are larger and, when necessary, adjunct instructors are hired.  Faculty resistance to 

these efforts is growing. 

 “When he first arrived we had less than 10 adjuncts and these were 
 all for specialized courses in majors.  We have more than 175 
additional students and have only added 3 full-time faculty. 
Adjuncts now number more than 25 and they are teaching more than 
just special courses for majors.” 
 
“I have had to adjust my teaching and evaluation based on additional 
 numbers in my classes.  You can’t be expected to focus as much  
 individual attention when you have more than 25 in the classroom.   
 The way we educate students has changed and not for the better.  I’m  
 surprised we haven’t started losing students.” 
 
“We are forcing students into classes because of availability 
  rather than choice.  We are forcing faculty to teach at times that are 
  less than desirable and in locations away from their offices and departments 
  I understand that this is allowing us to maximize revenue by increasing 
  enrollment without increasing salaries, but a college is more complex than a 
  production line.” 

 

Recommendations for Further Research 

Further study of this cultural phenomenon is definitely warranted based upon the 

findings from this case study.  Other institutions who have made the move to hire from 

outside academe for their presidents, chancellors, and other upper-level administrators 
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should be examined as to both their motives and their successes and failures.  The 

discussion regarding corporate culture in higher education should continue.  Some 

questions for further consideration are:  Are traditional academic cultures corrupted by 

this seeming permeation of corporate culture? Some would argue that corporate culture is 

“better” than academic culture and its benefits for fundraising and efficiency are difficult 

to deny, but a close look at student outcomes should be examined.  In other words, are 

students benefiting from the inclusion of corporate ideals in the higher education setting?  

Student outcomes, are after all, are the business of education, are they not? 

Summary 

 The purpose of this particular study was to address research questions that 

revolved around the presence of corporate culture in an institution of higher education.  

An institution was selected based on its decision to hire a president from the corporate 

world.  Specifically, according to ABC’s chancellor, the decision to hire President Jones 

was the result of an “evalua[tion] [of] the current needs of ABC College relative to the 

presidency and to identify key qualifications for potential candidates.” The desired 

qualifications included fundraising experience, someone who would be able to increase 

the enrollment, and finally, someone who could develop “a bold vision for the college.”  

Thus, President Jones was appointed in 2000, as the first lay president in the history of 

this Catholic institution.  Three years subsequent to his appointment, the researcher began 

to collect institutional documents that would contain evidence of any attempted shift in 

culture. 

A thorough review of the literature gave the researcher a significant amount of 

insight as to what culture is, how it is perceived, how it is manifested, and most 
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importantly, how it is changed.  Birnbaum (1988) and Bergquist (1992), discussed 

extensively in Chapter 2, and considered perhaps among the foremost authorities in 

educational culture outline several cultural typologies typically found in educational 

institutions. In fact, based on these cultural typologies the researcher fully expected to 

find strong elements of a collegial culture at ABC College due to its small size, strong 

values and common vision inherent in its Catholic heritage, and the membership of its 

faculty and administrators to a specific monastic order that would imply frequent 

interaction both in and out of the work environment.  Even elements of a solid managerial 

culture would have been expected and were, in fact present, in the hierarchical nature of 

governance and authority. The managerial culture, however, prides itself on its unity of 

goals and objectives, where ABC College seemed to experience some dissent.  Though 

President Jones publicly touted his institution’s solidarity, some members expressed 

displeasure with the direction the College had taken and some of the changes 

implemented. The researcher did however, encounter language in the documents 

inclusive of corporate terms and vocabulary; articles that were very heavily focused on 

the upper most level of administration; and evidence of a new vision for the institution 

that was not necessarily agreed upon or supported by all members of the institution. 

It is the conclusion of the researcher that a definite, deliberate shift in culture 

occurred at ABC College.  Profound changes have taken place at ABC College during 

President Jones’ tenure.  It is his solid opinion; however, that what he is doing at ABC 

College is not only the right thing to do, but that his initiatives and his very presence is 

necessary for the success and survival of the institution. “I’m here because now is the 

defining period for the future of the College.  I invite everyone-alumni, parents, friends, 
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corporations, foundations, and other benefactors-to be a part of all that we are doing here 

for students.” 
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Why Can't Universities Be More Like Businesses? 

By ROBERT C. ALLEN  

Some 10 years ago I was invited by a faculty colleague to attend a dinner party, at which 
the guest of honor was an executive with a very successful chain of retail stores. The 
topic for the evening's discussion, chosen by our guest, was "Why can't universities be 
more like businesses?"  
 
Throughout the event, the executive good-naturedly pointed out what seemed to him to 
be the many manifestly unbusinesslike practices deeply embedded in academic culture. 
We admitted that certain aspects of university operations could, and probably should, be 
made more efficient, responsive, and responsible.  
 
But our guest clearly saw business as representing a type of organizational culture that he 
believed universities should emulate. Over dessert, he asked in mock exasperation if we 
would stand together and recite the university's mission statement. We all mumbled 
something about teaching, research, and service.  
 
With that, he rose and offered a rousing recitation of his company's mission statement. 
"Not only can I recite our mission statement," he said, "but every other employee of our 
company can and does recite it -- every morning, in every store we operate, just before 
our doors open for business. And until you are prepared to do the same, you'll never 
know what business you are truly in."  
 
Until that night, I'd thought very little about the appropriateness of business as an 
institutional model for the university. I suspect that, like a good many of my colleagues, I 
had chosen university teaching as a career in the 1970's in part because I thought 
universities were not businesses.  
 
Since then, however, my involvement with fund raising for the university's honors 
program and for our new center for undergraduate excellence has brought me into contact 
with hundreds of business executives. Many share my dinner companion's belief that 
universities could be greatly improved if only they would study and apply what 
management science has learned about the operation and leadership of successful 
businesses.  
 
What's more, I am married to someone who has spent 15 years or so working in the area 
of business education. Thus, between visiting more corporate offices in the past few years 
than I had in my entire life up to that point, and living in a house where every flat surface 
seems to be covered with stacks of The Wall Street Journal, I've developed a most 
unexpected interest in the literature on management and business leadership. Over the 
past few years, a growing number of my wife's copies of management-advice books have 
gravitated to my bedside table, and more than once I've secreted the latest copy of Fast 
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Company magazine in my briefcase as I've headed for the airport.  
 
My new (and to my colleagues in the humanities, I'm sure, inexplicable) taste in reading 
matter and my part-time peregrinations through the corporate world have inspired me to 
ask: If, as many of the business executives that I've spoken with believe, academic 
culture should be more like business culture, what are the traits shared by the 
organizational cultures of truly exceptional businesses? Some of the answers that I've 
discovered have been quite unexpected.  
 
In fact, some executives might be surprised to learn that they are being advised to look to 
universities for models of information-age organizational culture.  
 
For example, Peter Drucker, who has been called the founding father of the science of 
management, argues that the future belongs to what he and others call "knowledge 
workers." Knowledge workers, who are overwhelmingly university graduates, are quite 
different from both the bosses and the workers of industrial capitalism. Knowledge 
workers report to someone who directs their work, but they also are called upon to direct 
the efforts of other people -- and those roles might shift back and forth from project to 
project. The challenge for the manager of knowledge workers, says Drucker, is to treat 
them more as colleagues and associates than as subordinates.  
 
Let's see: Where have I seen that organizational structure before? What type of 
organization has depended upon knowledge workers longer than any other? What type of 
organization attempts, for better or worse, to predicate workplace relations upon 
collegiality and consensus rather than hierarchical command and control?  
 
Management experts predict, moreover, that knowledge workers increasingly will operate 
in task-focused teams, where the traditional division of labor is replaced by a 
synchronicity of effort. Those teams will last only as long as the task they need to 
perform, and may involve participants from companies located all over the world.  
 
And where are the models for this cooperative mode of work among multiple 
collaborators, working not only in different units of the same institution but at a number 
of different institutions? Drucker tells us: "We already see in the university the 
emergence of [such] interdisciplinary teams."  
 
By the same token, some academic leaders might be surprised -- as I was -- to learn how 
the organizational cultures of outstanding businesses differ from those of their less 
visionary competitors. For instance, my wife suggested that I read her much-thumbed 
copy of Built to Last: Successful Habits of Visionary Companies, by James C. Collins, a 
Colorado-based author, and Jerry I. Porras, a professor of organizational behavior at the 
Stanford University School of Business. Their six-year research project, conducted at 
Stanford's business school, identified characteristics shared by not just excellent but also 
exceptionally forward-looking companies.  
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Those 18 companies -- including I.B.M., Sony, Wal-Mart, and Walt Disney -- are the 
premier institutions in their fields, with products and services that have significantly 
altered American society. Such companies also have been in business long enough to 
experience multiple product cycles and generations of management leadership. In short, 
they are the very kinds of businesses that a venerable university such as my own might 
look to as models.  
 
What did the companies have in common? Charismatic and visionary leadership? 
Complex strategic-planning processes? Brilliant or elegant mission statements? An 
overriding commitment to maximizing profits?  
 
The authors' findings contradicted their own preconceptions -- as well as mine -- about 
what makes for truly exceptional businesses. They found that the one common element 
among those businesses is "a core ideology -- core values and sense of purpose beyond 
just making money."  
 
Collins and Porras are quick to point out that such core values are not the same from 
company to company, nor are they necessarily those that we would regard as enlightened 
or humanistic -- although sometimes they are. Nevertheless, great and enduring business 
institutions are organized around a "cult-like" devotion to a set of values that give those 
companies their reason for being and command the dedication of their employees.  
 
Adherence to core values does not mean that visionary companies resist change or are 
strategically conservative. Indeed, such companies use what the authors call "big hairy 
audacious goals" to stay energized and challenged. They cite as an example Henry Ford's 
1906 proclamation that his company would "build a motor car for the great multitude." 
But such goals grow organically out of constantly asking the question "What do we 
actually value deep down to our toes?"  
 
Furthermore, the authors found that the best moves in advancing those goals do not 
necessarily follow from systematic planning. Visionary companies accommodate lots of 
inefficiency in the pursuit of excellence: They encourage experimentation, seize 
opportunities even when they don't fit perfectly into the strategic plan, and take 
advantage of the accidental. What, in retrospect, looks like the result of prescient 
planning is sometimes the happy outcome of a policy of, as the authors put it, "Let's just 
try a lot of stuff and keep what works."  
 
Perhaps visionary universities, like visionary businesses, are those whose strategies and 
actions can be seen as expressions of an intuitively felt, embodied sense of common 
purpose. What is it that we "actually value deep down to our toes"? What is the lived 
ideology of our organizational culture, which informs the decisions we make as an 
institution and the priorities we set?  
 
One of the real growth areas in business and management literature over the past decade 
has been in entrepreneurism, particularly books that attempt to identify the qualities of a 
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successful entrepreneur. The literature suggests that successful entrepreneurs share 
several qualities. They have passionate interests. They take risks and are willing to make 
many mistakes. As is especially evident in electronic commerce, entrepreneurs have the 
ability to reframe problems and situations in unconventional ways. They see difference 
where others might see only similarity. They make connections where others see only 
randomness.  
 
Research universities could do a lot worse than to take as a part of their mission the 
encouragement of intellectual entrepreneurship. An academic culture designed to nurture 
intellectual entrepreneurism would reward intellectual risk taking. It would blur the 
boundaries that separate research and teaching, and bridge the chasm between student life 
inside and outside the classroom. It would celebrate serendipity and would encourage 
faculty members and students alike to color outside the disciplinary lines, because the 
important issues and big problems our students face have long since erased them.  
 
For example, a new program in our center for undergraduate excellence -- sponsored by 
an alumnus, a venture capitalist with an eye for promising entrepreneurs, intellectual and 
otherwise -- allows faculty members to take about a dozen undergraduates on semester-
long field-research experiences all over the world. Participants in the Burch Field 
Research Seminars have studied public policy in Washington, civic life in Cape Town, 
post-cold-war security issues in Vienna, and volcanic geology in Bishop, Calif. The 
curricula have grown organically out of the learning opportunities afforded by each 
location and the nature of the research. The impact on the students has been 
extraordinary.  
 
For example, a student who lived and worked in Cape Town for three months said she 
would never again read a textbook uncritically. She, like students in all of the seminars, 
found herself asking, "Why are things here the way they are?"  
 
Answering such questions required students to integrate skills and knowledge in ways 
that they'd never done before. Before participating in the seminars, most students had 
regarded research as something that only professors did in the library or the laboratory. 
Through the seminars, they discovered that research meant the variety of ways that they 
themselves had come to know and act upon the world. Every returning student with 
whom I spoke talked excitedly about what he or she had learned; not one of them 
mentioned grades or course credits.  
 
Finally, several of the management experts I've read suggest that we have entered a new 
era, one that presents unprecedented challenges for businesses and business culture. For 
example, Charles B. Handy's The Age of Unreason, which Business Week selected as one 
of the 10 best business books of 1990, argues that businesses must adjust to a time 
characterized by what he calls discontinuous change, when "the only prediction that will 
hold true is that no predictions will hold true."  
 
The "modern" university of the 20th century subscribed implicitly to the belief that the 



world is knowable and controllable through the operation of human rationality. We 
continue to speak in our mission statements of advancing the "frontiers of knowledge," as 
if one day those frontiers will be pushed to a point beyond which there is nothing left to 
know. But for the freshmen entering the university this fall -- most of whom will have 
been born in the year I bought my first personal computer -- the problem will be not a 
lack of information about the world we ask them to study, but an overabundance of it.  
 
As a result, just like businesses, we in higher education must be willing to admit the 
limits of our knowledge. In fact, I would go so far as to say that universities can no longer 
assume that the advancement of knowledge necessarily produces a public good that leads 
to a better world. In a world of increasingly unforeseeable consequences, the mission of 
universities must include not only the generation of knowledge, but also coming to terms 
with the world that the knowledge of university-trained researchers has helped to create.  
 
So where do all those lessons lead us? It has taken me since that dinner with the business 
executive, a decade ago, to come up with a riposte to "Why can't universities be more like 
businesses?" But if I'm asked again, I'll be ready.  
 
"Which business?" I'll quip. U.S. Steel? Or the Motley Fool? In some ways, we in the 
academy can learn lessons from the organizational cultures of "visionary" companies, but 
those lessons don't necessarily involve appropriating techniques, titles, and practices 
more suitable to the production of widgets. By the same token, I'll say, academic culture 
may prove to be a useful model for businesses, as they adapt to life in a knowledge-based 
economy.  
 
And, I'll conclude, if you're suggesting that we should out-Wal-Mart Wal-Mart in our 
zealous dedication to a set of core values that imbues everything we do, I agree with you 
100 percent. Just as long as you don't assume that those values must be the same as Wal-
Mart's.  
 
Robert C. Allen teaches American studies at the University of North Carolina at Chapel 
Hill, where for 12 years he was also associate dean for honors in the College of Arts and 
Sciences.  
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The New Battle Between Political and Academic Cultures 

By ROGER W. BOWEN 
 
Since I became a university president in 1996, I have found myself intermittently 
embroiled in a controversy that is emblematic of issues that affect higher education 
across the United States. In fact, the controversy never seems to subside for long. It 
persists in different guises, despite the hope of people on both sides that it will fade away. 
I do not believe that will happen. 
 
The center of the controversy is not the old battle of the 1980's between the right wing 
and the left wing, but a new battle between two cultures -- the political and the academic 
-- that are in conflict over fundamental issues that define the academy. The cultures are 
contradictory and inhospitable to each other. 
 
Conflict first arose when universities began to turn into corporations, a trend that resulted 
from the boom economy of the 1990's and the simultaneous collapse of Soviet-bloc 
socialism. The triumph of capitalism reinforced Americans' belief in the market's role as 
the informing principle of politics. Capital now reigns supreme, the laws of supply and 
demand serve as the mechanism for who gets what, and success is measured in net 
income and levels of productivity. The prevailing attitude in our culture is: If something 
is not measurable, then it lacks value. 
 
The spread of that ideology has turned university presidents into chief executive officers, 
provosts into chief operating officers, and vice presidents for administration into chief 
financial officers. Deans have become middle management and department chairs lower-
level management. Faculty members are now labor, and students are consumers, or 
clients. Assessment and accountability refer to measuring productivity; colleges and 
universities set up entrepreneurial ventures and seek presidents from outside higher 
education. 
 
Underlying the changes is a suspicion of academe and its arcane traditions; its inefficient, 
labor-intensive ways of educating students; its practice of lifetime employment through 
tenure; and its procedures of shared governance. Those who admire the corporate model 
see higher education as a social atavism sorely in need of comprehensive reform. 
 
Reform is often the goal of boards of trustees, many of which are composed of people 
from the corporate world. Some trustees take office with the missionary impulse to 
remake academe in the image of the corporation; others are intent on changing academic 
values to reflect the politics of the elected officials who appointed them to the board. 
Both groups may be hostile toward many of academe's traditions, including academic 
freedom, tenure, tolerance of unconventionality, and intellectual experimentation. 
 
Of the two sets of values that have overtaken higher education, especially at public 
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institutions, the political is more pernicious than the corporate. Academic administrators 
held to corporate standards can get by. Student retention, graduation rates, dollars raised, 
and the like can all serve as relatively reasonable measures of performance. 
 
But politicized trustees expect college presidents to follow their orders, not to question 
them. I will never forget the time a senior official at the State University of New York 
told me that one of my character flaws is being "an independent thinker." 
 
Politicians and politicized academic leaders cannot adequately safeguard academic 
freedom because they are more concerned with public image, re-election of their political 
allies, and making a reputation for cleaning up academe. It is a mistake to fault them for 
thinking and acting more like politicians than educators. It is also a mistake to be 
disappointed when they insist on introducing corporate values into academe, impose 
conservative agendas, or demand obedience. They simply do not understand, because 
they come from a different culture. 
 
Politicized leaders want to be certain that their faculty members and students never do 
anything silly that is then reported in the news. The chief operating officer of SUNY told 
campus finance officers earlier this year to take a message back to their presidents: Any 
event on any campus that causes embarrassment to the chancellor will be met with 
immediate, public rebuke. Of course, for a university like the one I lead, at New Paltz, 
where some zaniness is central to our traditions and culture, the message is chilling. 
 
In the free-thinking world of higher education, intellectual risk taking, critical thinking, 
debate, and challenges to authority and convention are commonplace. But in the political 
culture, the goal is not truth, but victory. Politics means competition, winners and losers. 
While the academic culture thrives on ambiguity, the political culture depends on 
eliminating it. The two are so unlike that they should be kept apart. The academic will 
always lose to the political if they compete for dominance. If you doubt this, recall the 
trial of Socrates. 
 
New Paltz fits the description of the academic culture. Indeed, I may be guilty here of 
defining the culture in New Paltzian terms, so let me elaborate a bit. New Paltz has been 
described by The New York Times as "artsy" and "progressive." Both descriptions are 
accurate, but they are also redundant. To be artsy is to be progressive, if art is to have any 
meaning and value. Art involves imagination, and imagining requires thinking about 
things that do not exist. Tradition, convention, past practices, the tried and true -- 
imagination overcomes them all. To think creatively is intellectually liberating and basic 
to our development as human beings. 
 
The political world, in contrast, tends not to be progressive. Politics looks for certainty, 
order, and rules. It is a Hobbesian world, not just because everyone is at war with 
everyone else, but because it inevitably produces a Leviathan whose authority is, or seeks 
to be, uncontested. The Leviathan demands a settled, conforming, obedient citizenry -- 
not dissenters who challenge convention. 
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We are dealing, then, with polar opposites. The academic and political cultures are as far 
apart as they can be in the values they hold dear, the behavior they accept, and the 
freedom they allow. And when the political culture trumps the academic, problems will 
occur. Let me use my own situation as an example. 
 
A few months ago, I was told by a SUNY official that I would be happier working at a 
private university where "independent thinking" was valued. That observation came not 
long after an editorial in the New York Post lampooned a symposium on female sexuality 
organized by female students at New Paltz. I was charged with not controlling my 
students, though I explained that the event was entirely paid for by student fees, the 
students had followed normal procedures, and I had no prior knowledge of the event, any 
more than I know in advance who the Philosophy Club invites to campus to speak. 
 
What struck me in several subsequent conversations with that same SUNY official was 
the absence of any reference to my performance as an academic leader, fund raiser, 
writer, teacher, financial administrator, or community leader. I recall the official's 
repeated comment that I would be happier at a private institution, where I would be 
"valued" and have time to finish my new book. The official's collegial tone, statements of 
concern about my emotional well-being, and candid revealing of confidences reminded 
me of one of Machiavelli's observations about the ideal ruler: "I mean that he should 
seem compassionate, trustworthy, humane, honest, and religious, and actually be so; but 
he should have his mind so trained that, when it is necessary not to practice these virtues, 
he can change to the opposite and do it skillfully." 
 
I do not expect politicians and politicized academic leaders to understand my remarks in 
the way that I intend them. They may take what I say as personal, though I am trying to 
be analytical and empirical. I am seeking to describe the gulf that separates the academic 
and political cultures. 
 
Partisan politics, as I have stated many times since I came to New Paltz, has no place in 
academe. No doubt that view makes me a naif in the eyes of the politicians. So be it. 
From my perspective, they show little understanding of the academy and at times seem 
contemptuous of its values. 
 
I am not saying that the people now in control of public education in New York do not 
have good intentions. I believe that they want to strengthen education and thereby make 
New York a better place to live and work. But I agree with Associate Justice Louis D. 
Brandeis, who said in the 1928 case of Olmstead v. United States that "[e]xperience 
should teach us to be most on our guard to protect liberty when the government's 
purposes are beneficent. ... The greatest dangers to liberty lurk in insidious encroachment 
by men of zeal, well-meaning but without understanding." 
 
The zeal of some trustees and high officials at SUNY and other institutions across the 
country is informed by a political agenda, not an academic one. They are not prepared to 



defend academic liberty because they do not understand its centrality to higher education. 
They appear to believe that academic institutions should be supported as long as that 
support makes their party's candidates more attractive to the voters. Those of us who 
belong to the academic culture eschew political bias in assigning values. And we support 
the right -- and the obligation -- of members of the academy to speak truthfully in every 
imaginable arena. 
 
Academe is a sort of secular church, no less high-minded than the temples and churches 
that our ancestors had the good sense to protect from the state. The comparison is old and 
trite, but academe is no less concerned with truth than are religious bodies. In contrast, 
politicians are concerned with capturing and exercising power. We must not allow them 
to compromise our search for truth. 
 
Roger W. Bowen is the president of, and a professor of political science at, the State 
University of New York at New Paltz. 
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